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CRESAP, M c CORMlCK and PAGET 

^Management "Engineers 

342 MADISON AVENUE, NEW YORK 17, N. Y. 

MURRAY HILL 7-5450 


NEW YORK- CHICAGO 


May 15, 1952 


Hon. Carlisle H. Humelsine 
Deputy Under Secretary - Administration 
Department of State 
Washington, D. C. 


My dear Mr. Humelsine: 

We have completed and transmit herewith Volume I which comprises a summary report 
of our findings in connection with "The Administration of Intelligence in the 
Department of State." The authority for the study was Purchase Order DIC R 16U297 
negotiated on November 13, 1951 with the Massachusetts Institute of Technology, 
Center for International Studies, under the terms of its contract No. SCC 1A1 3 
with you. Prior to the final preparation of the accompanying document, its con- 
tents were reviewed with officials of your office, of the R Area of the Department, 
and of the M.I.T., Center for International Studies. 

We are pleased to report that we have found in the Department a vigorous Intelli- 
gence organization whose services, both to the Department and to the Intelligence 
community at large, have been progressively strengthened during the past seven 
years. It has been our objective to search out opportunities for contributing o 
continued progress in this regard. To this end, a fivefold program of improve- 
ments has been developed centering around: 


Improvements in consumer relations 

Improvements in the utilization of research analysts 


Improvements in planning and control 
Simplification of principal work operations 


Refinements in the organization structure 


Supplementing this summary report is Volume II, "Reference and Installation 
Manual," which provides the detail required to act upon the suggestions offered 


It has been an honor to serve the Department in an area of such high importance 
to our foreign relations and national welfare. We will be pleased to discuss 
this report further with interested officials and to render additional consulting 
services to the Department. 


Very truly yours, 

UAaJ^K 

CRESAP, McCORMlCK and PAGET 
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FORMAT OF THE REPORT 


This report of survey has been prepared In two 
reading and use by the total audience to which 


volumes to facilitate its 
it may be of interest: 


VOLUME 1 1 - Is a Summary Report consisting of a concise out- 
line of principal findings and of "recommendations in 
principle." This format has been chosen to permit rapid 
reading or scanning by those whose interest is with the 
general content and the total scope of the study. Its 
purpose is thus to provide quiet perspective rather than 
details of organization and procedure. 


VOLUME II - Is a Reference and Installation Manual designed 
for more intensive study and reference by those who will 
have direct responsibility for installation action. It 
is so constructed that each of its 20 chapters is a self- 
contained unit which can be separately distributed to 
those whose interest centsrs in one or a few subjects, 
rather than in the whole body of recommendations. 
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CONTENTS OF VOLUME I 


INTRODUCTION 


Paie No. 
1 


PART ONE- FINDINGS AND DISCUSSION: 

A. CONSUMER REACTION ANALYSIS 

B. PRODUCER (ANALYST) ANALYSIS 

C. ADMINISTRATOR ANALYSIS 


PART TWO-PROGRAMS OF IMPROVEMENT: 

A. TO IMPROVE CONSUMER RELATIONS 

B. TO IMPROVE UTILIZATION OF THE ANALYST 

C. TO STRENGTHEN PLANNING AND CONTROL 

D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS. 

E. TO PERFECT THE ORGANIZATION STRUCTURE 


PART THREE-SUMMARY OF RECOMMENDATIONS AND PLAN OF 
ACTION - 


(SEE LAST PAGE FOR CONTENTS OF VOLUME II) 
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QUESTIONS SUGGESTED BY NSC DIRECTIVES 


STATE’S RESPONSIBILITY FOR LEADERSHIP AND COORDINATION 
WITHIN THE INTELLIGENCE COMMUNITY IN THE FIELDS OF 
ITS DOMINANT INTEREST 

One directive providea that steps be taken to minimize independent intelligence pro- 
duction by any agency in the fields of dominant interest assigned to another . It 
further provides that agencies exchange information and plans. In the case of one 
field of intelligence, the agency of dominant interest is given explicit responsi- 
bilities to 

- Review requirements, facilities and arrangements . 

- Insure that full knowledge and talent is applied. 

- Evaluate pertinence , extent , quality of data and develop ways of im- 
proving. 

- Conduct conmon service research to supplement production of other 
agencies and fill requests of IAC. 

Question: Does State Department have any of the above responsibilities in its fields 
of dominant interest? If so, should it take more active steps to exer- 
cise coordination and provide leadership, especially in view of the 1951 
transfer of responsibilities from CIA.? 

THE EXTENT TO WHICH STATE DEPARTMENT RECEIVES OR 
SHOULD SEEK LEADERSHIP AND GUIDANCE FROM THE 
CENTRAL INTELLIGENCE AGENCY 

The Director of Central Intelligence is charged by one directive with responsibil- 
ity for developing comprehensive objectives to guide the collection and production 
of National Intelligence. He is also charged with the conduct of such surveys and 
inspections of Departmental intelligence materials as he deems necessary to advise 
the NSC and make recommendations for the coordination of intelligence activities. 

Question: Is such leadership and guidance provided in sufficient degree? Should 
the Department seek more guidance with particular emphasis upon assess- 
ing the adequacy of production in relation to Departmental and National 
needs? Is the current balance between Basic Intelligence production on 
the one hand and Current Staff Intelligence on the other hand, optimum? 

THE EXTENT TO WHICH R RECEIVES OR SHOULD SEEK GUIDANCE 
AND SUPPORT FROM WITHIN THE DEPARTMENT ITSELF 

One directive specifies that Departmental Intelligence is that needed by a Depart-, 
ment, and the subordinate units thereof, to execute its mission and discharge its 
lawful responsibilities. Current Intelligence is defined as that of immediate in- 
terest and value to operating and policy staffs. Staff Intelligence is to bb pro- 
duced as each department shall require.. 

Question: Is R alone responsible for determining what is "of interest and value" to 
operating and policy officers? If not, should more satisfactory means of 
securing such guidance be sought? Should steps be taken to secure more 
active consideration by top policy levels of the adequacy of R's staffing 
and facilities in relation to departmental needs for current and staff in- 
telligence? 
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■ Working with 
Subordinates 


Budget and 
Personnel 



Conferences 
and Meetings 



Reading, Review 
and Writing 


HOW DO R EXECUTIVES SPEND THEIR TIME? 

1B£ 19?t 39^ 



f* 30* U% 

IQIIIIII MBS 

(Abnormal) 

Director, Executive Staff 




20 ft ft* B4* I 50 * 


m&mmmMnnm 


Branch Chiefs 


DISTRIBUTION OF TDtt OF DIVISION CHIEFS 


Division 

Percent of Tima Devoted to Following 

Working with 
Subordinates 

Budget and 
Personnel 

Conferences 
and Meetings 

Read log. Review 
and Writing 

DRA 

42# 

12* 

34* 

12* 

DHF( Yager) 

20 

7 

55 

18 

DRS 

40 

8 

20 

32 

DRW 

8 

19 

46 

27 

DFI 

23 

21 

27 

29 

LAD 

20 

14 

46 

20 

BI 

26 

13 

37 

24 

IR 

28 

10 

32 

30 

{Data on DRN not available) 
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INTRODUCTION 


• THE CHALLENGE 

• THE SIX PRINCIPAL COMPONENTS OF ADMINISTRATION 

• PROJECT RESEARCH FROM FOUR DISTINCT VIEWPOINTS 

• THE POINT OF DEPARTURE FOR THIS STUDY 
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THE CHALLENGE 


Oeorge S. Battee in his "The Future Of American Sacra* Zntalliganoa n observes 


"The administration of intalliganoa has baan backward partly because 
the administration of research is generally baokward. In spite of 
shining examples to the contrary, there are extraordinarily many of 
those who are engaged in research, and even of those who direot it, 
who oannot sea the task as a series of definite operations. This 
book . . . takes the opposite view; that rasearoh processes are by 
nature as suseeptible to the arts of management as any other human 
activity. If this is not so there is little reason to ponder the 
subieot. for nothing can- be dona to improve it." 


WHAT DOES THE TERM "ADMINISTRATION" ENCOMPASS IN 
THIS FIELD OF INTELLIGENCE? 
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SIX PRINCIPAL COMPONENTS OF ADMINISTRATION 
IN THE FIELD OF INTELLIGENCE 


The first eight weeks (Dec. 3 - Jan. 28) were devoted to extensive inter- 
views throughout the R Area (112 individuals) to identify the major tasks 
of those who administer the functions. These tasks may he broadly classi- 
fied in six categories; 

1. MEASUREMENT OF DEMAND AND USE 

Management must devise and apply techniques of (1) identifying the extent 
of current demand for and use of intelligence products and services, 

(2) securing reactions as to the quality and timeliness of the products, 
and (3) seeking information as to how the entire range of intelligence 
services can be made more useful. It can be argued that the communication 
of intelligence is as important as its production. 

2. PROGRAM PLANNING AND CONTROL 

The direction and content of the research program must be governed by seme 
form of advance planning if the organization is to anticipate needs and 
respond adequately to valid demands. Likewise, the tempo of research and 
production must be stimulated by the application of realistic schedules. 

3. ACQUISITION OF DATA REQUIRED FOR INTELLIGENCE 
RESEARCH 

To assure the inflow of regular and special data required for intelligence 
research, means mist be developed to assess the coverage being obtained, 
and steps taken to improve the quality and quantity of reporting, as well 
as to exploit all fruitful sources. 

4. PREPARATION OF THE FINISHED PRODUCT 

The analyst corps , representing the most valuable asset of the Intelligence 
Organization, must be provided the environment and the stimuli which will 
produce a sustained rate of high quality performance. The physical product 
must be so presented and packaged as to secure maximum recognition and 
readership by the target audience. 

5. SUPPORTING SERVICES 

To facilitate the work of the substantive producers of Intelligence, manage- 
ment must establish and operate supporting services concerned with (1) the 
receipt and distribution of raw materials , (2) the reproduction and dissemi- 
nation of finished products, (3) the procurement and administration of per- 
sonnel and funds, (4) the furnishing of physical facilities (space, equip- 
ment, supplies, etc.). 

6. ORGANIZATION AND STAFFING 

Finally, the distribution of authority and responsibility must be such as to 
assure mA-rimnm use of the skills of administrators , analysts and support 
personnel working as a team. 
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PROJECT RESEARCH FROM FOUR DISTINCT VIEWPOINTS 


Following identification of the components warranting examination, inten- 
sive "project research" was conducted. For eight weeks R was observed 
through four pairs of eyes: 

FIRST, THROUGH THE EYES OF R’s ADMINISTRATORS 

1. Systematic information was obtained by personal contact with 77 supervisory 
officials, representing all segments of R, with regard to: Internal organ- 
ization, staffing, budget, workload, procedures, physical facilities, prin- 
cipal problems. 

£. "On the job" analyses of 88 supervisors were secured through the medium of 
a daily diary maintained by each supervisor for a period of five consecutive 
days. 

3. A detailed understanding of research workload was obtained in four branches; 
and a scheme of planning end scheduling research tasks was tested in collab- 
oration with these branoh chiefs, 

SECOND, THROUGH THE EYES OF R'S PR0DUCERS- 
THE ANALYSTS 

Observation interviews were held with 49 analysts. Of this group, £4 were 
seleoted in cooperation with division chiefs for an extended discussion (4 hours 
average) during which 47 questions were reviewed on a frank, off-the-reoord basis: 

- Who he is, how ha was seleoted - How he works 

- What he does - What obstacles he finds 

- What his expectations are for the future. 

In addition, six analysts kept a five-day log of activities. 

THIRD, THROUGH THE EYES OF R’s CUSTOMERS 

Originally rather limited sampling of consumer reaction was planned. Initial 
bureau contacts revealed that this approach would be unproductive due to extreme 
variations in the understanding and use of R's services. An extensive coverage 
was finally obtained through 224 interviews covering: 

- What services are used (oral, written; spot, in depth) 

- How services are procured {formally, informally; directly, indirectly) 

- Evaluation of services received (timeliness, quality, readability) 

- Probable future use of R's services and conditions conducive to full use. 

In addition to Bureau interviews, 26 officials were contacted in other top 
activities, and visits were made to CIA, A-2, G-2, ONI, PSB, and Rireau of Ridget. 

FOURTH, THROUGH OUR OWN TECHNIQUES OF ANALYSIS 

Facts and opinions of others have served to focus our attention on many aspects of 
organization, procedures and facilities. Particular attention has been given in 
these analyses to (1) acquisition procedures, (2) document processing both in 0IR 
and BI, (3) report format and presentation, (4) effective utilization of executive 
tim and skills, and (5) ways of improving physical factors. reports and 

R/BS files have been invaluable^/ 
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THE R AREA. 


OTHER TOP ACTIVITIES 


Supervisors 77 

Professional Staff 49 

Administrative Staff — 58 
Total 184 


(j 

— 1 

S/P 

— 5 

S/S 

— 3 

Total 

26 





MB 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


CONFIDENTIAL - Security Information 


*>■ n w 

















OOHFXDfifTXiX - Security Information 
Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


POINT OF DEPARTURE FOR THIS STUDY 


!£ for th » firat tUM, the lirt.lllg.no. 

raaotlon la the presents »n appearance of complexity and 

*°ope. ^nder «• chart or from tha RSO andthe Dapert- 
J* 11 ** th * J a j Ar# * lB °P° a reader aarrioaa ranging from alapla 

jy? 101 ®*; throu * h th * procurement of raw data tad tha prorlalon of 
lltearlal aarrioaa, to tha hlghaat intellectual aot of lstaUlganoa aati- 

nm, » dirao time ita audio no. 

* rnm a Desk Offloar who require* a alagla document or am aaawar 

t0 * “ Jor <* lwportadoa to tha 

ant lr. Intalllg.no. Copennity. Ita produota ara la part .epeeifioally ra- 

SitiltM 111 b7 i#Mral aad la part lalf- 

tm *° Z* U * TOrk yveT fTQBl tolly daadllnaa aad apot 
hriaflaga to loag-raaga studies for whloh Booths oaa aad ahoald ha al lo wad. 


pila extreme rang, of aarrioaa aad aoadltiona of aarrloa laala Inevitably 
to two question*: 


Oaa tha mission of tha lntalllganoa foaotloa la tha Department ha 
ao precisely daflaad aa to provide oritaria whloh oaa ha readily 
appllad la fudging tha adequmoy aad appropriateness of funotions 
performed? 

- Oaa ma n age m ent ha aaaurad through such oritaria that tto size and 
composition of tha Iatalliganoa Organization la directly related 
to known aad dsnonetrated needs? 


rt _** *** f«toaloa of thla Inquiry that an attempt to define all-inclueiTe 
criteria, (at least at thla point in the evolution of the intelligence func- 
tlon in t hm Dcpertaant) would result In artificial concept® incapable of 
meaningful application by the areas of management directly concerned ; namely, 
the produoere, the ooasumere aad those responsible for personnel ceilings and 
t*dge* Justifications, it has been ooncladad, howersr, that all of these 
lntaraata ean ha aatiafiad by tha application cf sound prlnoiplas of adminis- 
tration whloh will sabjact tbs intelligence program, and ersTy part of the 
2E2ESL* to ■y»t«aatie self-assessment and inspection on a continuing basis , 
im order _ to evaluate the extent to which it meats tha basio teats of valid- 
ly I P*s^i . depand and _use. it is thus a principal objective of this study to 
Identify the vehicles and techniques through which this can be accomplished . 
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PART ONE 

A-THE CONSUMER REACTION ANALYSIS 


METHOD OF STUDY 

Personal interviews, us ins prepared questionnaire , soils it in* answers 
as follows: 

• Is R Used? 

• Is R Useful? . , 

•Is R's Setting In State Department Organisation Acceptable? 

• Can OIR Be of Greater Serviee? 


COVERAGE AND VALIDITY 

1. All Bureaus covered plus the Fifth Floor Level (0, <J, S/P, S/S). 

2. Total of 175 recordable interview reaching 224 individuals. 

3. All Bureau Offices with exception of Motion Picture and Educa- 
tional Exchange. 

4. All levels from Assistant Secretary to Desk, most heavily on 
latter. 

5. While substantial cross-section view has been obtained, coverage 
is not known to be a well-balanced sample. 
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IS R USED? 


DIRECT WORKING RELATIONSHIPS WITH OIR 71% SAY “YES'* 



RESEARCH PROJECTS NOW IN PROCESS KNOWN ABOUT 46% ONE OR MORE 



Conclusion: R is well known and widely used eitfcer formally or informally. 
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IS R USEFUL? 

0IR PRODUCTS 



TUSHINES - Principal complaint of 0IR usmts. 
iJJALITY - Predominance of favorable comment. 
READABILITY - Comment almost completely on favorable side, 
bat much lower response obtained. 

With regard to specific produots the lowest number of 
favorable responses was received on DIC's and IB's. 



1. BI - The Biographic Division is both widely used and praised at all levels 
in Regional Bureaus. Unfavorable comments mainly in scattered areas 
where reporting is difficult. 


2. IR - The Library has leas opportunity to attract attention. Speed of cir- 
culation service is the most frequent complaint. The Accession List 
is appreciated. 
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IS R'S SETTING IN STATE DEPARTMENT ORGANIZATION ACCEPTABLE? 


ONLY ONE OUT OF FIVE ADVOCATE DECENTRALIZATION 


DECEOTRAXIZ8 CEHTRALIZ* 

(Rusaell Plan) (Preaent) 


HO P03TTI0H 



EXPLOS BY 


Daoantrallza I Centralize Ho Position 



47% DO NOT WORK WITH THE “INTELLIGENCE ADVISER 



Total 5th floor ARA S3 KJH ff QE KSA 

AND ONLY ONE IN THREE CONSIDER PRESENT RELATIONSHIPS WITH R ADEQUATE 




no fi 




Total 5th floor ARA. 


JOE TX ME NSA X IIA P TCA 
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OBSERVATIONS 


AN INTEGRATED INTELLIGENCE RESEARCH ORGANIZATION IN 
THE STATE DEPARTMENT IS A THOROUGHLY ESTABLISHED 
CONCEPT IN THE EYES OF THE BUREAUS 


Some vestige of the original desire to disperse R among the Bureaus remains in the Geo- 
graphic Bureaus, hut this desire is strong primarily in EUR (less EE), and to a lesser 
extent in EE and ARA. Eight principal reasons are cited by the Bureaus in favor of the 
present integrated form: 


(1) More economical - regular staff in R 
too small to disperse, 

(2) Preserves objectivity and independence. 

(3) Secretary should have direct access to 
intelligence arm. 

(4) Avoids pressures of operations. 

(5) Functional Bureaus would be deprived of 
service. 


(6) Best means of meeting Department's IAC 
respons ib Hit ies . 

(7) Much of-R's work must be self- 
initiated. 

(8) Use of R is a matter of personal re- 
lationships, not organization. Bureau 
might not provide proper supervision. 


FIVE OF EIGHT INTELLIGENCE ADVISERS OR LIAISON OFFICERS 
ARE CURRENTLY NOT VERY ACTIVE, AND THREE BUREAUS 
LACK SUCH SERVICE 


Bureau or Area 


Activity of the IA 


Comments 


Fifth Floor 
ARA 

EUR (including EE) 

FE 

GER 

NBA 

E 

IIA 

P 

TCA 

UNA 


Daily - Armstrong, Scammon 

50$ of time, substantive 

10$ of time, non-substantive 

90$ of time, substantive 

Five incumbents in 87 months 

No present incumbent 

5-10$, non-substantive 

Provided through CPI 

On another assignment at present 

No incumbent 

15$ of time., .substantive 


Almost complete satisfaction found 
Strong coordination of relations 
Half of Bureau officers do not use 
73$ of Bureau officers use 
Considered additional duty 
Desks work direct 
53$ work direct 

Does not meet need in New York 
Has provided liaison 
Need not clearly developed 
91$ work direct 


DISSATISFACTION WITH R RELATIONSHIPS EXISTS WHERE 
LIAISON IS WEAKEST 


1. EUR - 60$ of those outside of EE feel that better organized relationships are desir- 
able. fiE already enjoys such relationships with DRS. 

2. GER - 57$ express the same feeling as those in EUR. 

3. E - 60$ desire oloser working relationships - a feeling whioh was expressed at all 
levels in Bureau. 

4. IIA - 72$ feel the need for- better current relations - especially pronounced in IBS, 

ns. 
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CAN OIR BE OF GREATER SERVICE? 

7656 Xrpross the View That OIR's Services Should Be More Useful or 
More Ertensively Used by the Bureaus. In Sunmary, the Following: 


Department of State 


1 *0. Tm - OIR Mm b« of 

greater ftrvl«a 

I 10 lo - ^innt lml of sarvlie 
* i« satisfactory 

1 10 So - fct interested or 
I SO Comment 


This ixm considers lte#lf 
well served by Armstrong, 
Bow#, Soaanoo. S/P la 
heaviest nur, Other# more 
##l#otira ba##d open careful 
screening 1° S/S. Mora ver- 
bal oomnloatloa. Only re- 
gret of this level ia that 
■ora use la not made In 
Bureau*. 


Ragloaal Boraana 


Functional Boraana 


Thli appa&ra to be an merging 
relationship. Oroatast aooap- 
tanoa ezlata Is 0 3k. But lp~ 
taraat haa baas awakened la 
MU) by recent estimate. RA ia 
moat negative at t hi* time. 
Aphasia ia plaead upon E'a 
learning Dask naada at flrat 
hand. 


60 0 m 


IjKAmost favorable la atti- 
tude, Mints Ins wry oloaa 
! r#lation»hip*. Mould w#l- 
Joons more aarriea, 
i.jPSi. Tory dlBaatiafiad with 
laval of Barrio#, Relation- 
thlpa poor, 

3.CA, friendly user, hard to 
assess at thla tlma. 



I 


1. XX pnii## Mrvls# ob 1733a 
tut aaad# more halp oa 
Satellite Countries. 

8. *1, RA, Btt complain of 
laolatlon which allltataa 
against proper aarrioe. 
Greet ##t aaad expressed by 
Beatern Bircpean Desks 
(Franc#, Italy, 8vlM, 
Benelux , Spain, Portugal ) . 




1, Political SaotloB make# 
mod# ret# oa# but daalraa 
improvement , and a loaar 
relations. 

8. fcoamia Saation make# 
llttls naa and appaara 
diaaatiaflad. 

3. Rtbiio Affair# 3# at ion 
antioipataa inoraaaa In 
dmand. 

All atraia Importance of 

breaking dawn Isolation. 



MBA ia tha bait aatiafi#d of 
Bureau ouatonara, AJ Branch 
completely satisfied; rsla- 
tlonablpa oloaa and 00 at in- 
uoua. Similar oondltlon pra- 
vaila in (7TI. Bow#var, KX 
and 3QA Bra dc h*e won Id w#l- 
ooma additional halp If ZBM'a 
workload parmita. 


1 ia moat dissatisfied of 
Fuse tio sal ou#tawk#r#. 

Qrseteflt need *4 id to ax let 
on Zcoxttmle Dwfanaa (ES), 
Financial and Develojweeot 
Mliay (OTO), Int'l, Material# 
Bjlioy (OMP). leant naad re- 
ported by CoaaroUl Balicy, 
Land lea##, Transport and 
Comma! eat ions , Labor. 



=• ! 


Principal studies made In Pub- 
lication# and Broadcasting. 
Both ar# avid oonsumere , need- 
ing materiel both for back- 
ground and jjmadlate program 
nae. interview# indicate 
problem# of dlatributlon, de- 
olaealfioatlon and marking 
relationship#. 




Difficult to appraise naad of 
thia Bureau during tha re- 
adjustment in orgenliatioa. 
Top policy personnel appear 
to bo principal users , 

PS, PL, RX are not uaara. 
Problems oitad by UHXSCO Rela- 
tion# and Pi specialised, of 
dcaaeetlo character. 



Seed cot yet crystallised, 
though services to date 
widely appreciated. Prin- 
cipe! uaara appear to be 
tha Develoi*ant Services, 
but the*# indicate heavy 
reliance to bp placed on 
field agenoiee. Little if 
any need reported by Health, 
Agriculture, Batura 1 Ra- 
aourc##. 




Three office# feel need# not 
properly mat: Dependant Area 
Affaire, Bconcmio aod Soolal 
Affaire, Political and Secur- 
ity Affaire. Deaire oloser 
relationship# and opportunity 
to give guidasoa, OLA does 
not require service. U9UH 
interview* lndioata dietrlbu- 
tion and relatione hip# prob- 
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142 COMMENTS WERE MADE REGARDING WAYS 
IN WHICH OIR SERVICES CAN BE MORE USEFUL 


38% (54) ADVOCATE CLOSER WORKING RELATIONSHIPS 

The most frequently mentioned need is a '’cementing of relationships" to the end 
that OIR analysts gain "first-hand contact with and understanding of Desk opera- 
tions," and that the Desks he placed in a position to "stimulate more studies." 
This step is given highest priority hy ARA, EUR (less EE), GER, IIA, P and UNA. 

It is considered of minor importance hy the Fifty Floor, EE, NEA and TCA. 

27% (38) FEEL THAT OIR STAFFING SHOULD BE IMPROVED 

OIR is considered "overworked and understaffed" hy EE and NEA, and to a lesser 
extent hy ARA, FE, E, EUR (the latter complains particularly of the inroads of 
NIS). Other Bureaus rate staffing second to improved relationships. 

It is of interest that one or more officers in four Bureaus state that due to 
unavailability of OIR service it is necessary for them to perform some of their 
own research (ARA, EUR, FE, E). 

15% (21) STRESS SPEEDIER OR MORE TIMELY SERVICE 

Only EE, Fifth Floor and P find present service fast enough to meet their needs 
consistently, based upon comments received. In other Bureaus — particularly ARA, 
EUR, E and IIA — speed is considered a requisite of improved use. Several advo- 
cate spending less time in "finishing up" drafts. 

20% (29) SUGGEST OTHER SERVICE FACTORS 

A large variety of comments is represented here. IIA is particularly concerned 
with distribution and declassification problems. EUR, GER and E are concerned 
that a "more helpful attitude" hy displayed. All are concerned that proper atten- 
tion he given their requests and several suggest a formal advance planning and 
scheduling procedure. 
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CONCLUSIONS OF CONSUMER ANALYSIS 


1. R is well known and widely used, either formally or informally. 

2. Timeliness is the principal complaint of OIR users, i^iality and readability 

Predominantly favorable comment. But Current Intelligence Products 
(DIC's and IB's) find the least favor. 


3. BI products are widely used and praised at all levels in the ’Regional Bureaus 
Unfavorable comments received from those areas where reporting is difficult. 

4. The Library is not widely known and used since it has less opportunity to 
attract attention. Speed of circulation service is principal complaint heard 

5. An integrated Intelligence Research Organization is a thoroughly established 
concept in the eyes of thp Bureaus. 

6. Five of eight Intelligence Advisers and Liaison Officers are currently not 
very active, and three Rireaus lack such service (TCA, NEA, IIA). 

7. Dissatisfaction with R relationships exists where liaison with the Bureaus 
is weakest: BJR (less EE), CS?, E, IIA. 

®* ® ureau officials believe that OIR can be of greater service. The con- 

ditions of greater service are: 

- Closer working relationships 

- Unproved staffing in research divisions 

- Speedier or more timely service 

- More helpful attitude 

- Better planning and scheduling; proper attention to requests. 


The most oritical problans are found in two Regional Bureaus — 
HJR (less EE) and <MR-- and in the Functional Bureaus generally. 
Moet satisfactory conditions prevail with 3/P , SEA and FE, BE. 
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PART ONE 

B-THE PRODUCER (ANALYST) ANALYSIS 


METHOD OF STUDY 

Four-hour interviews with selected analysts built around five ques- 
tions: 


• Who he is and how he was seleeted 

• What he does 

• How he works 

• What obstacles he finds 

• What his expectations are 


COVERAGE AND VALIDITY 

Approximately 5# of total analyst employment interviewed. Inter- 
viewees selected to provide full representation by program, dis- 
cipline, grade, etc. 


Program 


Discipline 


Grade Other Factors 


Regular - 12 

HIS - 6 

IIA - 3 

TCA - 1 

BI - 2 


Political Science - 16 
Economics - 5 
Sociology - 1 


OS-13 - 5 

Kale - 19 

G3-12 - 6 

Female - 5 

03-11 - 6 

Ph.D. - 4 

03-9 - 5 

Masters - 10 

03-7 - 2 

Bachelors - 10 


The sampling is considered reasonably representative of analysts, 
their opinions and attitudes. 
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THE ANALYST-WHO HE IS 


R can be proud of the oorps of professional talent it has assembled. 
Our study of the "sample" reveals that: 


HE IS WELL PREPARED FOR HIS TASKS 


Bluoation - 16$ Doctor's Degree, 48$ Master's Degree, 48$ Bachelor's Degree, 
language Ability - 85$ read 3 or more - 46$ read 2 or more. 

Outside Study - 30$ are now engaged in outside study. 

Experience - 3£ years in R. 30$ transferred from other Intelligence Activi- 
ties. 


HE RESPECTS THE HIGH IMPORTANCE OF HIS TASKS 

In response to the question: "What are the ^talifieations of the Perfectly 
Qualified Analyst?" 

First - Education and experience in the area and discipline. 

Second - Ability to write quickly, clearly, conolsely. 

Third - Objectivity, intellectual honesty, perspective. 

Fourth - Cooperative personality and ability to work with people. 

Fifth - Enthusiasm; drive; Interest in Job, area aal subject. 

Sixth - Successful rasearoh experience; knowledge of techniques. 

Even with this background, 54$ feel that further training is desirable. 


HE HAS A GENUINE, LONG-TERM INTEREST IN HIS WORK 

1. As evidenced by hiB feeling of Job satisfaction: 

- None engaged in personal orltloisms or petty complaints. 

- Willingness to work "as many hours as the job requires." 

- Favorable feeling about promotional opportunity - 75$ think good. 

8. As evidanoed by his career interest: 

- 54$ intend to stay in R. ) Two out of three evince 

- 12$ Intend to stay in intelligence work. } a oarear interest. 

- 18$ are interested in an operating responsibility in State Department. 

- 8$ want to taaoh or write. 

- 14$ have other Interests. 
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WHAT HE DOES— HOW HE WORKS 

Based, upon a Study of 22 Analysts 


nrilv oq <A of the time of the Regular Analyst is avaiiaoj-e iai 

about^l6 hours per week. On an forage each analyst has 3.5 projects in process 
requiring 138 hours to complete, thus the average "backlog" per analyst is nine 
calendar weeks of work. Question: can other time be reduced? 


Tasks 

PERCENT 0? TIME DETOTED, 

Hours P« 

ir Week 

in 20 30 40 50 80 71 

3 8< 

3 9( 

) 

NIS 

Regular 

Written 


9.55C 


S9.35C 




23.7 

15.8 

Products 




iiiiiiii 


Oral 

Products 





t 





0.9 

4.3 

IJ 8 . 35 S . 

Background 

Study 

|17. 

,Qt | 

f32.2* 

p 

llil 

Regular Analysts 
NIS Analysts 



&.S 

12 .B 

Reviewing Work 
of Others 

L_J:r 

«6 








6.2 

3.6 


jl5. 

Administration 
and Other 










2.4 

40.0 

3.6 

40.0 

is.ojc 



HE IS FREQUENTLY INTERRUPTED 


CASS HISTORY OF A POLITICAL ANALYST (DOT) 

Average No. of starts per week for five analysts was_41. 
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THE ANALYST POSES FOUR GOALS 
FOR IMPROVEMENT OF HIS WORK 


FIRST-GREATER FREEDOM TO DO HIS JOB WELL 


Greatest amphaais is plaoed upon tl» following stops : 


A. FEWER INTERRUPTIONS 

Ton analysts conmanted on various aspsots of this problem: 

"Too much time required to read dally take." 

"Interruptions lumper production. . .and priority changes." 

"Reduce diffusion of time." 

"Relieve of administrative work." 

"Secure proper allocation of analyst's time to important tasks." 
"Relieve of interference from current intelligence work requirement . * 
Two out of three analysts state that current intelligence inter- 
fares with basic research. 


B. MORE ASSISTANCE ON ROUTINE TASKS 

Slghteen of the 24 analysts cited opportunities for release of their time 
for more productive duties. One estimated that 25*, and another that 40*. 
of his time could be conserved: 

7 feel that portions of NX3 work could be farmed out to uncleared per- 
sonnel — 3 would like a research assistant for data searching, reading 
and marking for files — 4 would like assistance in reading, marking, 
clipping or abstracting the foreign press — 4 want more olerioal 
support "to keep files current", perform proofreading, prepare photo- 
graphs --With regard to services 29* say typing inadequate, 35* say 
reproduction inadequate, 40* say routing and follow-up of serials 
inadequate, 32* say Lfi services inadequate. 


C. BETTER PUNNING AND SUPERVISION 

Ten analysts cite organisational obstacles to better performaaes; 

"R organisation as a whole needs a clear picture of functions and re- 
sponsibilities, now spread too thin — Stop split all««laase te OPI 
and Branch Chief — fepervisor should provide more guidanoe, especially 
when project Is initiated (3 state no one reviews project prler to 
acceptance and 4 receive so help on outline) — Bow tec many eehelons 
of supervision — Use more teen work, mitual help and exchange ef ideas 
within R organ! sat ion. 
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THE ANALYST POSES FOUR GOALS 
FOR IMPROVEMENT OF HIS WORK 


SECOND MORE KNOWLEDGE OF THE USERS AND USES OF R PRODUCTS 


¥ 

(HAT PERCENT OF IE0DUCTS MAKE THE FOLLOWING CONTRIBUTIONS 

PRODUCTS 

important Direct 

Subsidiary but Real 

Some, Little or 

Do Not Know 






REGULAR FT 

iljlljjjjj 29% 

PIjPPI 29% 

42% 










NIS 

H 22% 

■ 18 * 









1 5% 

BIOGRAPHIC Hi 


73% 

mu 22 % 





Lack of real knowledge of end use is the factor having most adverse effect 
on morale of Regular and NIS Analysts. This problem is perhaps aggravated 
by fact that many analysts lack regular formal contacts with the Bureaus. 
Only five attend Bureau meetings, and most contacts are said to be by tele- 
phone. Seven were strong in belief that R's work suffered from "Insula- 
tion." Two-thirds said they had no contact with Intelligence Adviser, and 
the remainder reported contacts very occasional, mainly in connection with 
clearance matters. 61% believe Bureaus get better data than R, or get data 
quicker. 

THIRD— MORE ADEQUATE TRAINING AND ORIENTATION 

- 86% consider field trips important to proper performance. 

- 54% recommend formal training, including top-level orientation, seminars 
on relationships problems, seminars on research methods, training in 
writing techniques, 

- 16 of 21 analysts questioned admitted no use of the Analysts' Manual 
(one had not seen). 

- The role of R/ES, ERS and PCS is neither understood nor appreciated: 

None have contact with R/ES. One never heard of. 

9 of 21 reported no contact with IRS. None considered fruitful data 
or research source. 

7 of 15 reported no contact with PCS. Relationships termed insignifi- 
cant. 

- Most consider performance rating inadequate as a recognition of perfor- 
mance, 

FOURTH-BETTER FACILITIES 

Half of the analysts feel that space conditions militate against proper per- 
formance. One out of four stated that less noise and more privacy would 
contribute to increased output. Of 21 expressing opinions on dictating 
equipment , 

Six would definitely like such equipment. 

Five others felt dictating machines might prove beneficial. 
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CONCLUSIONS OF THE ANALYST ANALYSIS 


1. R HAS AN ENVIABLE CORPS OF PROFESSIONAL TALENT 

• Well prepared by education and experience 

• Possessed of idealism regarding the importance of the tasks 

• Possessed of genuine, long-term interest in the voile of R. 


2. THE WORKLOAD OF THE ANALYST IS DIVERSIFIED AND HEAVY 

The average analyst studied has only eight hours per week available 
for the highest productive step of analysis and composition of written 
products. His backlog of project work is approximately nine weeks. 


3. THE PRODUCTION OF THE ANALYST IS FURTHER REDUCED 

by the numerous interruptions to which he is exposed. Five analysts 
studied for one week experienced an average of 41 interruptions during 
this period. (It is believed that this condition contributes heavily 
to the dislike of current intelligence work, which constitutes an ad- 
ditional source of interruptions.; 


4, ANALYSTS PROPOSE SEVERAL STEPS 

for the improvement of their productivity and effectiveness! 


A. Fewer interruptions 

B. More assistance on routine tasks 

C. More knowledge of the users and uses of R produots 

D. Better work planning and supervision 
£. More adequate training and orientation 

F. Better faoilities, providing less noise and more privacy 
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PART ONE 


C-THE ADMINISTRATOR ANALYSIS 


FIVE QUESTIONS EXAMINED 

1. What Is •the State Department Role in the Intelligence Community? 

8. How Do R’s Executives Spend Their Time? 

3. What Types Of Controls Are Applied?' 

4. Is the Organization So Constructed as to Secure Effective ITse of 
Executive Time and Skills? 

METHOD AND COVERAGE OF STUDY 

1. Study of NSC Directives, and interviews with 17 officials of IAC 
agencies, plus 4 officials of Bureau of Budget. 

2. Interviews with all R administrators* from the Special Assistant 
to branch chief level. 

3. Daily diaries for five consecutive days from 68 R administrators, 

4. Discussions with key administrative personnel of the Department, 
including Deputy Assistant Secretary, A/lis , DB, DP, CS. 


* Excluding SPS and two Intelligence Staff Officers 
whose work was not covered by the survey. 
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STATE DEPARTMENT’S ROLE IN THE INTELLIGENCE COMMUNITY 


In order to avoid restrictions on the use of this report which would result from 
a higher classification of its contents, direct quotations from NSC Directives 
have been deleted. It should be noted, however, that the directives as a body, 
and related delegations, among other things 

A. Define State Department's fields of dominant interest: Political, 
Cultural, Sociological. {Intelligence in Economic, Scientific, Tech- 
nological fields to be developed "as needed.") 

B. Transfer to State Department (January 1951) functions formerly performed 
by the CIA in the fields of Political, Sociological and Cultural re- 
search, including responsibility for intelligence in support of Psycho- 
logical Programs. 

C. Describe the responsibilities of the Department's intelligence arm as 

1. The provision of Basic, Current and Staff intelligence needed by 
the Department to execute its mission and discharge its lawful 
responsibilities . 

2. The contribution of reports , estimates , briefs or summaries as 
requested by proper authority in connection with the Government's 
program of National Intelligence. 

D. Charge the Director of Central Intelligence with the conduct of Burveys 
and inspections of Departmental intelligence materials. 

A study of these directives, suppl ament ed by conversations with several key execu- 
tives in the Intelligence Conmunlty, leaves partly unanswered a number of basic 
questions . 


23 
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QUESTIONS SUGGESTED BY NSC DIRECTIVES 


STATE’S RESPONSIBILITY FOR LEADERSHIP AND COORDINATION 
WITHIN THE INTELLIGENCE COMMUNITY IN THE FIELDS OF 
ITS DOMINANT INTEREST 

One directive provides that steps he taken to minimize independent intelligence pro- 
duction by any agency in the fields of dominant Interest assigned to another. It 
further provides that agencies exchange Information and plans. In the case of one 
field of intelligence, the agency of dominant interest is given explicit responsi- 
bilities to 

- Review requirements, facilities and arrangements . 

- Insure that full knowledge and talent is applied. 

- Evaluate pertinence, extent, quality of data and develop ways of im- 
proving . 

- Conduct conmon service research to supplement production of other 
agencies and fill requests of IAC. 

Question: Does State Department have any of the above responsibilities in its fields 
of dominant interest? If so, should it take more active steps to exer- 
cise coordination and provide leadership, especially in view of the 1951 
transfer of responsibilities from CIA? 

THE EXTENT TO WHICH STATE DEPARTMENT RECEIVES OR 
SHOULD SEEK LEADERSHIP AND GUIDANCE FROM THE 
CENTRAL INTELLIGENCE AGENCY 

The Director of Central Intelligence is charged by one directive with responsibil- 
ity for developing compre he naive objectives to guide the collection and production 
of National Intelligence. He is also charged with the conduct of such surveys and 
inspections of Departmental Intelligence materials as he deems necessary to advise 
the NSC and make recommendations for the coordination of intelligence activities. 

Quest ion : Is sueh leadership and guidance provided in sufficient degree? Should 
the Department seek more guidance with particular emphasis upon assess- 
ing the adequacy of production in relation to Departmental and National 
needs? Is the current balance between Basic Intelligence production on 
the one hand and Current Staff Intelligence on the other hand, optimum? 

THE EXTENT TO WHICH R RECEIVES OR SHOULD SEEK GUIDANCE 
AND SUPPORT FROM WITHIN THE DEPARTMENT ITSELF 

One directive specifies that Departmental Intelligence is that needed by a Depart-, 
ment, and the subordinate units thereof, to execute its mission and discharge its 
lawful responsibilities. Current Intelligence is defined as that of immediate in- 
terest and value to operating and policy staffs. Staff Intelligence is to bb pro- 
duced as each department shall require. 

friestion; Is R alone responsible for determining what is "of interest and value" to 
operating and policy officers? If not, should more satisfactory means of 
securing such guidance be sought? Should steps be taken to secure more 
aotive consideration by top policy levels of the adequacy of R's staffing 
and facilities in relation to departmental needs for current and staff in- 
telligence? 
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Working with 
Subordinates 


Budget and 
Personnel 


Conferences 
and Meetings 


Reading, Review 
and Writing 


HOW DO R EXECUTIVES SPEND THEIR TIME? 

ie< iti s ti ut 


iHteaiiiist mm 

(Abnorcaal) 

Special Assistant 

for Intelligence 

if* 

fi* i*$ 


Deputy Special Assistant 


H *7% 


50 * MjC 


(KbnomalJ 

Director, Executive Staff 



Director Office of 
Intelligence Research 


Director Office of Libraries 
and Intelligence Acquisition 


15$ 1*$ 40X v* 


CZR Staffs 


39X ie$ io$ as* 


Deputy Director 




OIR Division Chiefs 


10 $ 10 $ 




Deputy Division Chiefs 


EO S 5$ ZK* | 50* 


Branch Chiefs 





0LI Division Chiefs 


DISTRIBUTION OF TIME OF DIVISION CHIEFS 



Percent of Time Devoted to Following 

Division 

Working with 
Subordinate* 

Budget and 
FWreonnel 

Conferences 
and Meetings 

Reading, Review 
and Writing 

DRA 

42# 

12% 

34# 

12# 

DRF( Yager) 

20 

7 

55 

18 

DRS 

40 

8 

20 

32 

DRW 

8 

19 

46 

27 

DFI 

£3 

21 

27 

29 

IAD 

20 

14 

46 

20 

BI 

26 

13 

37 

24 

LR 

28 

10 

32 

30 

(Data on 

DRN not available) 
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OBSERVATIONS 


The data reported are based upon one cycle of five days, occurring In most oases 
during the last half of February, 1952. While not necessarily representative, 
the following may be significant: 

FIRST— TWO-THIRDS OF THE TIME OF R EXECUTIVES IS DEVOTED 
TO DUTIES OTHER THAN THE IMMEDIATE SUPERVISION OF 
SUBORDINATES 

The majority of the time reported was spent in meetings, conferences, reading, i.avlew~ 
lng and writing. On an average, R executives spent this five-day period as follows: 


- 1-2/3 days in conferences and meetings. 

(A total of 484 conferences other than regular meetings were held by 35 executives.) 

- 1-2/3 days reading, reviewing, writing. 

- 1-2/3 days on administrative matters (one day working directly with subordinates). 


SECOND -THE TOP TWO EXECUTIVES OF R APPEAR TO HAVE 
LIMITED TIME IN WHICH TO WORK WITH OFFICE EXECUTIVES 
AND R/ES, EXCLUSIVE OF TWO REGULAR STAFF MEETINGS 

The Special Assistant’s diary revealed a total of 22 contacts with R Executives, hut 
17 of these were with staff personnel in his immediate office. At the Office Level 
there was one conference with the Director of 0IR, and two meetings with the Director 
of R/ES. 

The Deputy Special Assistant *s diary revealed 37 individual contacts with R execu- 
tives. All but eight were with personnel in the Front Office. Of the eight, two were 
with R/ES, three with OH and four with 0IR. 

THIRD-0IR DIVISION CHIEFS VARY WIDELY IN THE TIME 
AVAILABLE FOR OR DEVOTED TO DIRECT SUPERVISION OF 
SUBORDINATES 


Division 

No. of Contaots by 
Chief and Deputy 

Minutes {Spent 

No. of GS-7 
and Above 

Contacts 

Per Person 

Minutes 
Per Person 

DRA 

42 

1,740 

22 

1.9 

79.0 

DR S 

49 

1,420 

53 

0.9 

26.8 

DKF 

48 

1,020 

60 

0.8 

17.0 

DFI 

18 

535 

34 

0.5 

15.7 

DRW 

22 

540 

65 

0.3 

8.3 


The percentage spread in time devoted per person was 850$ between the highest and 
lowest divisions. 

F0URTH-0IR BRANCH CHIEFS SPEND HALF OF THEIR TOTAL 
TIME IN READING, REVIEWING, AND WRITING, REFLECTING 
THE SUBSTANTIVE DEMANDS UPON FIRST-LINE SUPERVISION 
It is striking to note that the time devoted to the product itself increases markedly 
at the point of immediate supervision: 


Director of OIR 
0IR Division Chiefs 
OIR Deputy Division Chiefs 
OIR Branch Chiefs 


$ of Time to Written Product 
£ 31$ 

25$ 

34$ 

50$ 


While this expenditure of time is directly related to "^lality Control," it calls atten- 
tion to the importance of adequate "administrative" assistance at the division level. 
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EVIDENCES OF THE NEED FOR STRONGER AND MORE ACCURATE 
CONTROLS OVER THE TIMING AND SPEED OF PRODUCTION 


ANALYSIS OF WORK IN PROCESS (REGULAR PROGRAM) 


PERFORMANCE IN RELATION TO 
SCHEDULED DELIVERY DATE 


PERFORMANCE IN RELATION TO: 
ESTIMATED MAN HOURS 


KNOWLEDGE OF HtOJBCT STATUS 


158 Projects Recorded in IDR 
January 1952 

Behind 

Schedule 

55)5 Schedule 
"Indefinite” 

41 # 



Average of 53 Projects Reviewed 
with Divisions in February 1952 


On an average 
9.6 mos. had 
elapsed since 
first estimate 


360 Man Hours 


186 Man Hours 


Original Estimate 

Present Estimate 



m 


127 Open Projects Reviewed 
with Divisions in; February 1952 

Total Open Projects 
127 

Status Known 

(1) Completion date 

(2) Man hour 
estimate 

53, (42*) 


777TTF 

:::::: 


HI!:: 


ill 

si 


PRODUCTION RECORD UNDER NIS PROGRAM (MONTHLY OUTPUT OF SECTIONS) 


25 


20 


15 


10 


5 


0 

JASO N DJFliAMJJA SO N DJF M AMJ JA SOND JFM 


DIFFERENCES IN DEPLOYMENT OF ANALYST CAPACITY 


FUNCTION 

PERCENT OF MAN HOURS ALLOCATED IN FOUR SELECTED BRANCHES* 

Northeast Asia 

African 

North and West Europe 

DRS Fora lgnlPolit leal 

NIE's and IE’s 

iiiil|i3 

14 

Ilp|l7 

19 

Intelligence Reports 

pin 19 

iiiiioiiiiaso 


Uli 

Serial Reports 

|2 


13 

Hie 

Special Papers 

|2 

IV 

tt? 

|2 

Briefings 

h 

32 

I 2 

I 2 

Current Intelligence 

§ 9 

!e 

iio 

la 

Spot Inquiry 

|7 

1? 

b 

He 

Reading, Other Intake 



nnnnisi 


Administration 


nnjio 

19 

m 


* The above study is based upon a six-month projection of "Regular Program" 
effort developed in collaboration with the Branch Chiefs concerned. 
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FISCAL YEAR 1950 

FISCAL YEAR 1951 

FISCAL YEAR 1952 (9 Mos.) 

* Authorized Staff - 74* 

* Authorized Staff - 75* 

* Authorized Staff - 82.5* 

; Average Monthly Commitment 1950 
: Produced 36.5* of 288 

' Average Montlily Commitment 1951 Ave 
Produced 68* of 216 

■age Monthly Commitment 1952 Z 
Produced 41.5* of 171 - 
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IS THE ORGANIZATION PROPERLY CONSTRUCTED? 


The R Area Is fortunate in having a young and rigorous top management team, whole- 
heartedly devoted to its tasks. This great strength compensates for the many 
natural difficulties encountered in administering functions of suoh complexity. 
Three principal matters warrant attention: 


FIRST-THE TOP MANAGEMENT STRUCTURE IS LOOSELY KNIT 

A. Due to the extreme demands upon their time, the top executives lack the oppor- 
tunity to exercise close direction over the Office Directors. 

B. The Direotor of R/B3 is, as a result, attempting to fill part of this adminis- 
trative gap but from the position of a staff - not a 11ns - officer. 

C. The Director of 0IR is seriously overburdened, and oust ohooee the strongest 
vehicle of program management available to him - the BO. 

D. The Director of 011 has a more manageable task, and more time in whloh to di- 
rect the functions assigned to him. 

SECOND MOST TOP MANAGEMENT FUNCTIONS CAN MAKE A 
BROADER OR MORE EFFECTIVE CONTRIBUTION 

The following warrant particular consideration: 


(1) The Speoial Assistant's Offios 

(6) The NIS Coordinator 

(2) The Director, R/lS and Staff 

(7) The CPI 

(3) The Direotor, 0IR 

(8) The BIS 

(4) The Director, 0LI 

(9) The PCS 

(5) The BO 



In addition the role of each division can be strengthened in one or more respects. 

THIRD— STRONGER ORGANIZATION WILL IMPROVE THE UTILI- 
ZATION OF EXECUTIVE SKILLS 

Our observations have been sufficiently close to permit evaluation of the utiliza- 
tion of 40 principal executives. All art rated "average” or above in professional 
qualifications and performance — an unusual reoord. However, IS do not appear effeo 
tively utilized, due to one of following reaeons ; 

- Better suited to broader substantive participation: 4 

- Qialifisd for more responsible management role: 9 

This finding win guide cur suggestions regarding future organizational refinements 
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(Be sad upon Interviews and Observations) 
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PRINCIPAL OBSERVATIONS ON PRESENT ORGANIZATION STRUCTURE 


Top Management functions whose contribution to R'a 
program can be broadened or made more effective. 


Figures at top of each box are total number of positions of all types. 


(R) SPECIAL ASSISTANT - INTELLIGENCE 


As a principal "product" of the organization, t 
Is heavily Invested in external relations both 
IAC. Due to the Importance of protecting this 
Special Assistant must be prepared to serve as 


the Special Assistant's time 
in the Department and the 
participation, the Deputy 
an alter ego. 


17 



p (R/ES) DIRECTOR, EXECUTIVE STAFF 

The staff performs admirably in the executive fields of 
budget, personnel and general office services. Its 
abilit'y to contribute more broadly to program and produc- 
tion management is limited by staff status to top execu- 
tives who are able to devote minimum time to internal 
management. Analyst staff Is relatively Junior. 




P (OIR) DIRECTOR, OFFICE OF INTELLIGENCE RESEARCH 


P (OLD DIRECTOR, OFFICE OF LIBRARIES AND INTELLIGENCE ACtpISITION 

1. Supervisory burden appears too complex, comprising full responsi- 
bility for the substantive program, as well as administration of 
two-thirds of R's force. Fourteen components directly responsible 
to the Director, most of a producing character. 

2. Lacks immediate administrative officer support. 

Two principal questions are posed; (1) OLI as a group of funotiona 
is not coordinate in stature with OIR, being more in the nature of 
a supporting service. BI actually more akin to OIR than OLI. 

(2) The executive demands residing here may not fully utilize the 
substantive skills of executives assigned. 


Basic question: 
Can the EG assume 
still broader 
program planning 
and quality con- 
trol responsibi- 
lity? 


COORDINATOR 


Responsible for 
34# of R's pro- 
gram, but lacks 
authority to en- 
force compliance 
with NIS sche- 
dules . 


PSECH. INTELL. 


R's planning and 
staffing to meet 
responsibility in 
this field not 
fully developed. 


Potentiality as a 
producer of re- 
search to meet 
program needs not 
fully developed. 


AMERICAN REPUBLICS 


immediate problem is 
lack of Branch Chief 
support resulting In 
overload on Division 
Chief and bottleneck- 
ing of review. No 
Division Biltor. 


serves In part as 
reviewing officer. 
Editor only GS-7. 

. No research Refer- 
ence Unit. 

. PSA relationships 


No Asst. Chief pro- 
vided, but Division 
has outstanding per- 
formance record on 
NIS and Bureau rela- 


[current reorganization | 
.s correcting overload 
in Division Chief. 


Collection of mis- 
cellaneous func- 
tions Control not 
actually exercised 
Possible conflict 
jwith CIA on Cur- 
rent Intelligence. 


Position appears 
of doubtful im- 
portance as staff 
assistant to the 
Director. 


Position appears 
of doubtful im- 
portance as staff 
assistant to the 
Director . 


DIVISION 


WESTERN EUROPE 


1. G1R-EUR relations 
poor. 

2. Division Chief Lae 
minimum time avail 
able for adminis- 
tration. 

3. Asst. Chief admin- 
isters WE branch. 


. Major opportunl- 

expanded services , 
including EDAC, 
TCA and perhaps 
UNA. 

. No Assistant Chief 


search produe- 

Benefits 

OIR program, 
incentive to 



25X1 


IAD 


63 


ACQUISITION AND 
DISTRIBUTION 


1. Document routing function 
also performed In part In 
IR, PCS. 

2. Some duplication with LR 
exists on publications pro- 
curement and funds control. 

3. Requirements planning func- 
tion now limited by absence 
of OIR planning. 

4. Division Chief overloaded. 


IR 102 


LIBRARY AND 



Excellent steps now in process 
to resolve overlaps with DGR. 
Reference Officers not effec- 
tive except In URN and DRW. 
Broader service to Bureaus may 
be possible. 


CONFIDENTIAL - Security Information 


29A 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 




CONFIDENTIAL - Security Information 

Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 




CONCLUSIONS OF THE ADMINISTRATOR ANALYSIS 


WITH REGARD TO THE DEPARTMENT'S ROLE IN THE INTELLI- 
GENCE COMMUNITY 

Study of NSC Directives and brief conversations with IAC executives suggest three 
questions: 

1. Does the Department have an obligation or an opportunity to exercise more 
leadership and direction in the Community with respect to its fields of domi- 
nant interest? 

2. Should the Department seek more guidance from the CIA, particularly with regard 
to assessing the adequacy of its production? 

3. If Departmental Intelligence is material of interest and value to operating and 
policy officers, does R not have an obligation to seek more aggressively the 
views and interests of Departmental customers? 

WITH REGARD TO THE USE OF R EXECUTIVES’ TIME 

1. Two-thirds of their time is devoted to duties other than the immediate supervi- 
sion of subordinates. 

2. The two top executives appear to have limited time in which to work with the 
Office Directors and R/ES, exclusive of two weekly staff meetings. 

3. OIR division chiefs vary widely in time available for, or devoted to, the 
direct supervision of subordinates. 

4. OIR branch chiefs spend half of their total time in reading, reviewing and wri- 
ting, reflecting the heavy substantive demands upon first line supervision. 

WITH REGARD TO CONTROLS 

1. Program planning of a formal nature is now performed for but a portion of the 
regular program of research. 

2. Qiality control is given continuing, substantial attention, but consumer reac- 
tion is not systematically tapped. 

3. Production control is the most neglected aspect of R's management, as revealed 
by the lack of attention to accurate scheduling and vigorous expediting. 

4. Management lacks fully useful current control reports and performance reviews 
which can serve as the basis for corrective action. 

WITH REGARD TO THE ORGANIZATION 

1. The top-management structure is loosely knit. 

2. Most top management functions can, It is believed, make a broader or more effec- 
tive contribution. 

3. Stronger organization will improve the utilization of 1 out of 3 top executives. 
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PART TWO 

PROGRAMS OF IMPROVEMENT 


A -TO IMPROVE CONSUMER RELATIONS 


• THE ORGANIZATIONAL VEHICLES 

• USER EDUCATION AT THE DESK LEVEL 

• DISTRIBUTION POLICIES 

• CLASSIFICATION CONTROL 

• CURRENT INTELLIGENCE PRODUCTS 

• STYLE AND FORMAT OF WRITTEN PRODUCTS 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


CONFIDENTIAL - Security Inf ormation 


31 



CONFIDENTIAL - Security Information 
Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


4 


THE ORGANIZATIONAL VEHICLES 

THE PROBLEM 

1. The Intelligence Ad riser has not provided an effective channel or representa- 
tive for the R Area, This vehicle ie believed unsatisfactory for three 
reasons : 

A. He owes no allegiance to the R Area ami is not responsive to R's problems. 

B. With exceptions he does not appear to enjoy top status or prestige in his 
own bureau, being considered a marginal contributor. 

C. He has tended to acquire major operating responsibilities, thus reducing 
his availability for the intelligence adviser role. 

2. R's channels to Departmental customers have tended to be concentrated at the 
top and at the bottom. Thus a void exists at the Assistant Secretary level 
and in many instances at the Office Director level. 0IR Division Chiefs have 
lacked contacts enjoyed by branch chiefs and in some cases by the analysts 
(DRS notable exception). 

5. Organized means of gauging consumer reaction have not been developed. 

4. Of u nkno wn Importance to us is the adequacy of organized relationships with 
top officials in IAC Agencies, other than through the ONE, IAC and Watch Com- 
mittee. 

THE SOLUTION IN PRINCIPLE 

1* Discontinue reliance upon the Intelligence Adviser as a primary vehicle of 
relationships. 

2. Sstablish by direction of the Secretary an "Intelligence Consultant" to the 
Assistant Secretary of each Bureau to be furnished by the R Area from its 
permanent staff of executives. This funotion should be assumed as an addi- 
tional duty by 0IR division chiefs or other key officials (suoh as the CPI). 
The Intelligence Consultant will be a regular participant in top bureau 
ocuncile and will reoeive from time to time the views of top bureau officials 
respecting matters which should be studied by the R Area. 

3. Sstablish the polioy that 0IR branch chiefs will maintain dlreot working rela- 
tionships with their opposite number in the Department for the same purposes. 

4 . Xnoourage regular programs of briefings of bureau officials by Intelligence 
Consultants and branch chiefs. 

6. Sstablish in R a "Consumer Relations Coordinator" whose functions will lnolude 
an imaginative program of assessing the adequaoy of use of R's services and 
inaugurating steps to improve their use. This should be based in part on 
periodio personal interviews with users. 

8. Renew efforts to secure more interest in and systematic guidance to R's major 
program of estimates and research on the pert of top polioy officials. 

7. Take steps to secure similar improvement in interdepartmental relationships , 
lnoluding consideration to the establishment of an "Interdepartmental Intelli- 
gence Counoil" in R's fields of dominant interest. 
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USER EDUCATION! AT THE DESK LEVEL 


THE PROBLEM 

X. Desk personnel' in the Bureaus appear to hare considerable independence with 
regard to their work habits and differ to extremes in their utilization of 
the intelligence resource. 

2. Added to this difficult audience factor is the continuing turnover of desk 
personnel. Some were encountered with Bureau service ranging from a few 
weeks to several months (in one case two years) who do not fully understand 
H's role and services. 

3. R is producing written research products at the rate of 1200 per year (ex- 
cluding BI), and the number of documents having both general and specific 
interest to individual Desks is ever mounting. The present monthly and semi- 
annual catalogs provide a means of informing this audience of recent products, 
but they do not provide a coniplete bibliographic approach to R’a products and 
holdings. This was found to be a matter of concern to some of the Desk Offi- 
cers who desire to make fuller use of R Area services. 


THE SOLUTION IN PRINCIPLE 

1. Inaugurate a program of Individualized indoctrination of new or uninformed 
Desk Officers and other Bureau officials. This program should be under the 
guldanoe of the proposed Consumer Relations Coordinator and consist of two 
principal components: (1) a ’dignified but highly oonorete and vivid story of 
the intelligence operations of the Department, designed for visual-oral pre- 
sentation; (2) a plan of indoctrination for new Bureau officials shortly after 
assignment^ to be conducted by the branch chief and the analyst who will be 
the immediate point of contact. 

2. Erpand the bibliographic assistance of R to Bureau officials. It is felt that 
IR has an opportunity to improve R»s services to the Department in two impor- 
tant respects: 

A. By devising a loose-leaf bibliography of R products and most significant 
IR holdings on eaoh area, and furnishing this servioe to individual Desks. 
This service should be classified both by area and by subject, and should 
be kept up to date by monthly aocesslon lists and periodic revisions, 
(Descriptive accession lists might achieve wider review. ) 

B. By inaugurating a program of individual study of the reference needs of 
eaoh Office in the Regional Bureaus with the ob jeotive of determining the 
reference materials and files required and of establishing a permanent 
basis of maintaining these tools. This study should likewise identify the 
needs of the Desks for spot fact servicing, and develop techniques of ex- 
panding IR’s participation in servicing these x»ede. 
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DISTRIBUTION POLICIES 


THE PROBLEM 

While wide distribution of written produota ia an admirable indication of R’s 
desire to serve and inform, there are several important dangers in policy lead- 
ing to unneoeasarily wide district ion: 

Tie analyst may feel c crape lied to go beyond the needs of the target user 
in completing his reaearoh, analysis and composition. 

2, The additional time and cost of "finishing up" the product (editing, re- 
▼iew, reproduction) may not be Justified. Several of R’s best customers 
pointed out that the value of the research ia sometimes realized by the 
time a paper has reached the first draft stage. 

3, Personalized service may be lost and undesirable friction engendered by 
Insisting upon outside distribution in borderline cases. 

4 , Perhaps most important is the irritation which may result to the reader 
with only mar ginal interest , and the impression that R is investing hun- 
dreds of hours in products of low value. Less friendly consumers now 
hold this view, and most emphasize the fact that requested products are of 
greatest value. 

THE SOLUTION IN PRINCIPLE 

With respect to research produots which have as their objective specific and 
timely use (in oontrast to basio reaearoh projects or those designed for general 
audienos appeal): 

1. Adopt a policy of distribution to the target user(s) at the earliest pos- 
sible date, emphasizing personalized service, and regulating broader dis- 
tribution on the basis of "interest and value" or the necessity of securing 
attention. 

A. Enc ourage the production of a carbon of the stencil for hand delivery to 
the requestor or most important target user. 

B. Srtend the practice of abstract IB’s (now used in 10% of the oases), and 
withhold general distribution in more cases until specific demand has 
developed. Danger of duplication under present procedures. 

0. Take a more liberal view toward the production of "requestor only IR's 
in those situations where this is the most effective basis of securing 
attention and use (only 1% now). Consider giving speoial papers offi- 
cial status. 

2. Delegate oontrol of above policy to the Consumer Relations Coordinator, and 
assign this officer responsibility for working with Bureau distribution cen- 
ters to secure the most acctfrate basis of distribution and timely clearance. 

3. Conduct a periodio audit of mailing lists for serial produots , by verifying 
the desire of addressee to oontiaas receiving the jmblloation (subscription 
renewal principle). 
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CLASSIFICATION CONTROL 


THE PROBLEM 

1. There is reported, to be a tendency to overclassify products in the interest 
of conservatism and perhaps because of the feeling that the higher the class- 
ification the greater the "prestige" of the paper. 70# of products are now 
classified as "confidential" or higher, 37# falling in secret categories. 

2. The growing importance of the Information Program places pressure on the need 
for minimum degree of classification. One R executive estimated that the use 
of R*s products could be increased threefold in the Information Area If this 
policy were followed. Several Desk Officers felt usage of R’s products was 
overly restricted by the degree of classification. 

3. The C ommi ttee on Declassification has not met since July 1951 and the pro- 
cedures involved appear cumbersome, especially the draft declassification 
form. 

4. Thus the major responsibility now resides with the analyst and the branch 
chief, and consistent standards are difficult to assure. 


THE SOLUTION IN PRINCIPLE 

1. Establish on the staff of the Consumer Relations Coordinator the position of 

"Classification Control Officer" 

to supplant the Declassification Committee and perform the following duties: 

A. Establish and publish specific classification regulations as they apply 
to R's work. 

B. Review the security classification assigned to Mich report, at least on 
a post audit basis, to assure proper classification and particularly to 
revise the classification of overclassified documents. 

C. Counsel analysts upon request regarding proper classification. 

D. Conduct review of reports, on their third or sixth month anniversary date 
to determine the need for classification revision and the possibility of 
reduction. 

E. Act as liaison with other agencies in classification and declassification 
matters . 

2. As part of the above procedure, adopt the practice of having the analyst re- 
cord on the Work Jacket the justification for the classification assigned and 

the conditions under which a revision in classification may be justified. 

The analyst might also be asked to suggest an appropriate date for review of 

the classification assigned. 
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CURRENT INTELLIGENCE PRODUCTS 


THE PROBLEM 

This subject has a mmber of aspects; 


1< Generally lower regard for these products is found wmowg target users. (It 
nay be significant that 75 % of copies of IB's are returned versus 40$ of 

IA t Ob) 

B. Lack of agreement within R as to the objective and the target audience: 
Useful exercise for the analyst; the Bureau Desk; the peripheral reader; 
the outside agency. 

S. General analyst resistance to this task - 61# of the test group felt that 
current intelligence interfered with more important work and causes more 
painstaking reading of the "daily take" than otherwise required. 

4 . Absence of aggressive central leadership in the identification and produc- 
tion of Current Intelligence products. Possibility of overlap with CPI. 

5. Competition with publications of others: S/S-R, CIA, Bureau summaries, 
other agencies. 


THE SOLUTION IN PRINCIPLE 

1. Appoint a full-time "Current Intelligence Coordinator" to the staff of the 
SO to provide strong leadership to this program, including authority to in- 
struct divisions as to subjects on which current intelligence is to be 
developed, including deadlines therefor. 

8. Discontinue the -Current Intelligence Comnitteo and the single Current Intel- 
ligence Officer in each division. As an objectiva, require each branch to 
designate one analyst with responsibility for staying abreast of Current 
ftitelligence developments and responding to the instructions of the EG. 

(This function should likewise be related to improved control of doc ume nt 
flow discussed on page 60. } 

3. Confine IB’s to truly significant items and direct their distribution to the 
specific audience which will find them of "interest and value." Where out- 
side distribution is considered Important, Impose specific deadline on bureau 
clearance, or distribute without prior clearance (but make a post audit of 
Bureau views}, 

4. Reevaluate the purpose of the DIC series, and explore the feasibility of col- 
laborating with CIA in the publication of a Daily S umnar y suitable for List II 
distribution. 

5. Effectuate daily working relationships between the Current Intelligence Coor- 
dinator and the CIA/OCI in the identification of key topics. 
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STYLE AND FORMAT 


THE PROBLEM 

1. A typical OIR report will be read or scanned by 100 or more readers. It Is 
estimated that over 40 man hours are devoted simply to reading time. Thus R 
has an important obligation to conserve the time of its audience by producing 
products whose language, style and format contribute to fast reading. 

2. Inspection of a large sampling of E*s reports reveals that this objective is 
not uniformly pursued: 

- long sentences are used - an average of 30.8 words as compared with 82.6 
words on an average for three highly technical magazines. 

- long words are used - an average of 184.8 syllables per 100 words as com- 
pared with 169 in the three technical magazines. 

- Long paragraphs are used. One of 18 sentences containing 431 words ob- 
served; another of 9 sentences containing 427 words. 

- Unfamiliar words are used - a list of 20 words was selected from R reports 
and submitted to two customers. Several were not readily understood. 

- Topic outline form and underscored captions are sparingly used. 

- A "reading ease" test applied to eight products selected at random revealed 
scores in the highest field of difficult reading. 

- Wide variations noted in inclusion of contents statement, introduction, 
conclusions statement, abstract, etc. 


THE SOLUTION IN PRINCIPLE 

1. Develop a manual on the art of writing readable intelligence produots, drawing 
on R’s own reports for oase examples and illustrating principles appearing on 
following exhibit (20$> improvement in reading time estimated by two heavy users 
of R products). 

2. Appoint a well-qualified editor in each division, thoroughly trained to apply 
these principles of readable writing. Conduct systematic on-the-job training 
of analysts to the fullest practicable extent. 

3. As a companion step, develop a style manual and conduct systematic training of 
all report typists in its application. This manual should establish uniform 
specifications for all mechanical details over which typists have primary con- 
trol (margins, capitalization, numbering, footnotes, tabulations, spelling, 
abbreviations, punctuation, etc.). 

4. Improve the appearance and attention-getting value of R*s reports by continuing 
attention to physical appearance (illustrations cited in Volume II). 

5. Delegate responsibility for planning and coordinating the above program (and 
future report presentation techniques) to the Consumer Relations Coordinator. 
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ILLUSTRATION OF REVISIONS WHICH CONTRIBUTE TO READING EASE 

(Based upon IR 5769 "Prospects of Japanese Trade with the Republio of Korea") 


ORIGINAL FCrai 



I. EXPANDED OUTLINE FORM 


REVISED FORK 



Twelve outline headings used instead of seven. Each becomes 
an underscored oaption in the body of the report, presenting 
better display and additional "flirting aids** 


ORIGINAL FOBd 


11. THE “HEADLINE STYLE” ABSTRACT 


REVISE) FORU 




Five short paragraphs used instead of two long paragraphs. 
Lead sentences underscored enable the eye to catoh key 
points at a glance. 
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1. More main paragraphs - 55 instead of 24 in full report. 

2. Use of Indented subparagraphs where appropriate. 

3. Shorter sentence length. Average words per sentence reduced 

from 39.6 to 18.2. "Reading ease" score improved from 10.0 to 26.7. 


ORIGINAL FORM 


IV. CONCISE ENUMERATION OF CONCLUSIONS 


REVISED FORM 




Four concisely stated points instead of one long paragraph 
containing both conclusions and new discussion material. 
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PART TWO 

PROGRAMS OF IMPROVEMENT 


B-TO IMPROVE THE UTILIZATION OF THE ANALYST 


• TIME-USE IMPROVEMENT 

• READING RATE IMPROVEMENT 

• PROFESSIONAL DEVELOPMENT 

• FACILITIES IMPROVEMENT 
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TIME-USE IMPROVEMENT 


THE PROBLEM 

Analysts have but a fraction of their time available for the highest produc- 
tive act of analysis and composition. They are subjected to interruptions 
which sap their energies and distract their thinking. Most significant are 


duties which might be partly delegated: 


Background Study 

32.2$ 


Searching for Data 

10.0 


Administrative Tasks 

9.0 

Percentages shown apply to 

Reviewing Work of Others — 

8.7 

Regular Program Analysts 

Official Silting 

5.5 


Total 

65.4$ 


THE SOLUTION IN PRINCIPLE 




1« The future staffing of research divisions should be based upon supporting 
every analyst at OS-11 and above with a part-time Researoh Aide, at a ratio 
of 1:2 or 1:3, The advantages of this approach are Important in three 
respects : 

First, the availability of outstanding research and analysis skill 
is not great , and intelligence agencies must constantly seek ways 
of husbanding this most vital asset. 

Second, the maintenance of a continuing inflow of young talent is 
essential to providing the reservoir from which future senior 
staff will be drawn, as well as to preserving the vigor which 
Is one of R's important strengths. 

Third, this approach to staffing can prove a definite eoonamy. For 
example : 


If 180 analysts at 03-11, 12, 
13 were each furnished a 
half-time aide, it is esti- 
mated that the 90 aides might 
relieve analyst hours equiva- 
lent to 60 full-time analysts. 
While 30 additional Jobs would 
thus be created, the net pay- 
roll cost should be less 

because . 


Ml 


#376 ,450 


#426,800 


60 
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90 OS-7 aides would require a 
payroll expense 10$ less than 
that of 60 analysts at grades 
GS-11 , 12, 13 (the minimum rate 
of the grade used for computa- 
tion purposes) . 


Aides Analysts Aides Analysts 


Such h plan of staffing can be adopted gradually as staff is expanded or as 
replacements occur. The development of this plan should be preceded by a 
detailed study leading to the development of the ideal organization for each 
branch. 


2. It should be the objective in each Branch to minimize interruptions by con- 
centrating special program assignments in a small number of specialists 
(current intelligence, IIA, TCA, etc.). This will further reduce the dis- 
persion of effort of individual analysts. 

3. While analysts should be allowed mw-rimim flexibility in the use of their 
time, realistic man hour estimates and deadlines should be established to 
control Job scope, assure timeliness, and provide a measure of rate of work. 
(See also page 48.) 
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READING RATE IMPROVEMENT 


One of the significant aids which can contribute to the proficiency of all research 
analysts is training to improve reading speed, accompanied in some cases by an in- 
crease in comprehension: 


BASIS OF THE PROGRAM 


In essence the plan trains the eye to read in thought units rather than in words 
through the use of mechanical training aids: 



(Photographs furnished through the courtesy of 
National Institute of Technology, Washington, D. 


C. 


) 


SOME OF THE RESULTS REPORTED 


Evidence gathered from a variety of sources indicates that any willingstudent can 
improve his reading rate, no matter how good or how poor, by 30$ to 100$ after 
about 24 hours of training: 


- U.S. Navy Intelligence School reports that recent experience indicates an aver- 
age improvement of 50$ accompanied by improved comprehension and retention of 
subject matter. 

- CIA gives this training to all new employees and reports an average improvement 
of 30$ with no loss in comprehension. 

- The Army Adjutant General reported 100$ improvement for a group of 155 students. 

- Similar results found by Department of Agriculture, Air Force , Karine Corps, 
Bureau of Ships , Bureau of Ordnance , GW University, YWCA., and a variety of pri- 
vate concerns. 


THE PROPOSAL 

It has been found that the Foreign Service institute has acquired most of the equip- 
ment required and is interested in developing such training. A request from the R 
Area, and some assistance in organizing the program, might speed its availability to 
R. 

The benefits to R personnel can he of significant proportions. A conservative esti- 
mate indicates that analysts alone might save one hour per day, or find it possible 
to increase their intake by 50$ or better. Many other classes of personnel, from 
executive to clerical levels, should profit similarly. 
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PROFESSIONAL DEVELOPMENT 


THE PROBLEM 

1. The high decree of professional zeal and career interest in R underlie a strong 
desire among the analysts for more formal opportunities to exchange ideas and 
perfect techniques. 

8. Our experience with other professional and academic groups indicates that this 
desire can he met only in part by written conmuni cat ions. This is confirmed 
in Offi by the low readership of the well-prepared Analysts' Manual. 

3. The expressed interests of the analysts interviewed run the whole gamut of 
training possibilities, ranging from the simple desire for regular branch staff 
meetings to the more ambitious craving for field trips and sabbaticals. 

4. A prominent basis for most requests is the desire to increase professional com- 
petence and Improve the individual contribution to the Department’s program. 

5. It must be noted that no organized planning is taking place to meet these de- 
sires and interests. 


THE SOLUTION IN PRINCIPLE 


STEP ONE Training in speed reading and in improved report preparation are the 
most obvious needs which can be readily met. 

STEP TWO- Regular branch staff meetings should be instituted on a weekly or bi- 
weekly basis, and a planned program should be adopted for each, including: 

- Systematic discussion of R'b total program and place in the Intelligence 
Community (The Analysts' Manual provides the basis.). 

- Syetematic review of R’s policies and current program. 

- Systematic exposure to target users. At least once each month a Bureau 
officer should be invited to attend the branch staff meeting to discuss 
his work and R’e services. 

STEP THREE- Personalized and inspirational guidance to senior analysts. Equally 
as important as exposure to R's customers is exposure to the top leadership 
of R. It is reeamnended that Messrs. Armstrong, Howe, Evans, Buford, Trezise 
and Klllea each spend thirty minutes a week in consultation with an R analyst, 
disoueeiag his work program, interests and ideas. In this manne r all analysts 
would see a top official in private consultation at least once each year. The 
morale benefits should be significant, as well as the ideas for improvement. 
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STEP FOUR-PERFORMANCE RATING 

A more meaningful plan of performance evaluation can be a valuable means of rec- 
ognizing good performance, correcting weaknesses, and improving supervision. It 
is recommended that each analyst be rated on each major project completed as 
follows : 


ANALYST PERFORMANCE RATING 

TGnma OS- Division Branch 

Renort Time Snout . 


Factor 

♦Rating 

Explanation 

Planning 

The Study 



Fact 

Finding 



Analysis 



Report 

Preparation 



Consumer 

Relations 



Summary Rating 


Rated by_ _ 

Date Rated _ | 


* Rating Factors 

1 s Superior performance in 

rate and quality of work. 

2 . Acceptable performance in 

rate and quality of work. 

3 = Passable performance, but 

below standard R desires 
to maintain. 

4 e Unsatisfactory performance. 


One copy delivered to analyst 
by supervisor and discussed 
with him. One copy placed in 
permanent file. 


STEP FIVE-LONG RANGE PROGRAM 

A "Training Coordinator" should be appointed to administer the above programs and 

work with branch chiefs in arranging: 

A - Bureau assignments - 6 weeks every two years on a Bureau desk for analysts at 
GS-12 and above.. 

B - Field assignments - 6 months every five years for analysts at CSS-12 and 
above . 

C - Executive development - Two possible candidates should be identified for each 
key position at branch chief level and above, and steps taken to stimulate 
development of supervisory and management skills. 
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FACILITIES IMPROVEMENT 


THE PROBLEM 

The quarters provided in SA-1 are below the standard provided personnel in other 
locations such as New State, The disadvantages to R analysts are: 

- High noise level, disturbing to close research, 

- Lack of privacy, subjecting the analyst to further disturbance. 

- Congested quarters, for DRS and DRN particularly. 

- Difficulty of conmunication with New State Building. 

- Rapid accumilation of files contributing to further congestion. 

Added to these undesirable features is the minimum clerical support available for 
files maintenance and report drafting. 


THE SOLUTION IN PRINCIPLE 


1. The cost of providing more satisfactory quarters for the professional staff 
would be well repaid in terms of increased or more sustained performance. 
Modern "Packaged Office Units" offer one economical approach. At a cost of 



REMARKS 


Privacy It otiurtd for on* person 
by meant of th* full-heighf com* 
blnaMon wood-and-glat* partition 
panelt. Th* l-ihaped working top 
area ll larger, more efficient, lese 
fatiguing, yet occuplet considera- 
bly test floor tpace than a standard 
executive desk and table orrangs* 
m*nt. 


(Sketches furnished through courtesy of Globe ’.Vernicke Co.) 


approximately $440 per analyst, and without an increase in space, analysts 
could be provided partitioned work spaces containing a desk, table and book- 
shelf. At a minimum, it is recommended that one branch be so equipped, or 
that a "Report Writing Room" b8 set up for one division - to pilot test these 
advantages (DRS suggested). 

2. Install dictating unite in this pilot test area. Our interviews indicate that 
perhaps one out of four analysts will use such equipment without urging, and 
that half may ultimately find it of value. 
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PART TWO 

PROGRAMS OF IMPROVEMENT 


C. TO STRENGTHEN PLANNING AND CONTROL 


• PRODUCTION PLANNING AND CONTROL 

• PLANNING FOR ACQUISITION 
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PRODUCTION PLANNING AND CONTROL 


THE PROBLEM 

1. Control over the timely completion of work, both with regard to man hour 
scheduling and completion-date scheduling, is the most neglected aspect of 
R's control. 

£. This is reflected in the regular program, but is equally serious in the case 
of the support programs. Concern with this matter was found among the 
0IR/NI3 Coordinator, the CIA/NIS Coordinator, and the Coordinator of Psycho- 
logical Intelligence. 

3. The cause of this problem lies in the commendable concentration of division 
and branch chiefs on program development and quality control, and the natural 
aversion of the professional staff to schedules and deadlines (again a typi- 
cal problem with professional groups of all types, but on the whole a whole- 
some condition if it can be counter-balanced with workable control tech- 
niques ). 

THE SOLUTION IN PRINCIPLE 

1. The attention devoted to production planning and control techniques by R‘s 
top management should be as vigorous and competent as that given to "pro- 
fessional" management (including quality control). Only thus can the confi- 
dence of budget and management groups be won, and satisfaction with timely 
service assured: 

A. A top position responsible for production planning and control techniques 
should be appointed. The incumbent of this position should be substan- 
tively qualified, and enjoy acceptance by the professional staff. 

B. This officer should be supported by adequate staff assistants, including 
the NIS Coordinator and the proposed Consumer Relations Coordinator. 

2. An organized production planning and scheduling procedure should he insti- 
tuted, embodying the following principles: 

A. Sami -Annual Work Plan for each branch, leading to a firm allocation of 
analyst man hours by program and type of effort. 

B. Clearance of this plan with all interested parties leading to final appro- 
val by top management. 

C. Schedule of individual projects by man hours and completion dates. 

D. The development of specifications for raw materials required. 

E. Monthly report of performance against the schedule far individual projects, 
by each branch. 

E. Quarterly report to management showing over-all performance against the 
Work Plan. 
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STEPS INVOLVED IN APPLYING THE PRODUCTION PLANNING AND CONTROL PROGRAM 
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PRINCIPAL RECORDS CONCERNED 


WORK PLAN SUMMARY 



jubjBCT . I 

PROJECTED MANHOUR EXPENDITURE | 

PERCENT 



INITIAL ESTIMATE 

ADJUSTED ESTIMATE 


NIE «, IE » AND IE • 




HIS PRODUCTION 





InPntrMR 




IRC 

Antlclponj 




PERIODICAL 

PUBLICATIONS 




IB. AND OTHER WRITTEN CURRENT INTELLIGENCE \ 




BRIEFINGS 




l&POT INOUIRT HANDLING 




1 

SUB-TOTAL 

OUTPUT MANHOURS 




COMMITTEES, DEBRIEFING, ETC. 




BACKGROUND READING, MARKINOF0R FILE, BTC. 




— 

SUB-TOTAL 




ADMINISTRATION INCLUOINO EVALUATIONS 




TOTAL 





NET OPEN TIME DR DEPICIT 


♦ An InaMdaai Work Flan in p ttpani for noth program and inpporlti an appropriate kj i, 
ullmaUd mankoarn rtjulraJ for tack. 


li Utli o/ project! thawing 


1 — J 


>ORM 2 

OIR WORK JACKET 

«. JACKET CLASSIFICATION 

tA. PROJECT NUMBER 

riMjecr TITVS 


SA. EEOUEITER IN WE AND OFFICE OR ASWCrl 

SR. PR0DUCIN0 DIVISION/SAANOI 

K. COLl ASORATI. 8 DIVISIONS (BRANCHES) 

4«. PERTINENT INFORMATION PITN RESPECT TO NATURE AND TARSET USE OF PROJECT 


□ ECONOMIC 

Q IOCIOL08ICM. 

□ 


STIHATi 1C. ACTUAL 


• REASONS FOE CLASSIFICATION 


l. PROPOSES DISTRIBUTION 


'□ «.□ ‘D *D 


APPROVAL EC. OIVIBION APPROVAL 


DATE REQUEUED 
ORIOINAL DEADI.INI 
•(VIRION _ 


•O.'FCT INITIATED 


' TO R6PRC SUCTION 

lOiOATt to HEiuni 

DIITRIMTED 


I PROJECT TITLE 


(Actual iite fl” * 5”) 



"A”. THE WORK PLAN 


A budgeting of the estimated available 
mnn hours in the six-month period ahead 
against the several types of intelli- 
gence product , service and other activ- 
ity. Prepared by program by each Branch 
Chief and summarized. Supported by de- 
tailed estimates, based on stated as- 
sumptions with respect to its various 
elements. 


“B”. THE WORK JACKET 


A master record in Kardex form prepared 
for each NIE, IE, SE and IR. On it is 
entered all basic information relative 
to the project's nature, origin, pur- 
pose, classification and proposed dis- 
tribution. It identifies producing and 
collaborating units, and the name of the 
lead analyst , as well as the approval 
signature of the Branch and Division 
Chiefs. It also records estimated and 
actual man hour expenditure , date of re- 
quest, and progress in terms of calendar 
dates. A supplementary card is used to 
record the expenditure of analyst hours 
on the project . 
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PRINCIPAL RECORDS CONCERNED 


[project ho. 
REQUESTER 


TITLE 


ULTRANATIONALISTS, ETC. 
OCCUPATION MEASURES, ETC. 
REVIEW OF THe LABOR SITUATION 

KYZ ISSUE 

IUTICAL F 
VTH WORE 

VULNERABILITY ESTIMATE 
CONTRIBUTION -URGENT 
CONTRIBUTION - HIOH 
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PROJECT REPORT AND SCHEDULE 


rasnrrsri 


'//////// 






_.J 


LEGEND: Sch.iul. i Complttlon 


Actual Com ptftlc* 


Dt/tnid or Cut Book '//////////> 


i 


i Amlclp<H*d "i" 1 * 4 ' 




TOTAL ANALYSTS' MANHOURS AVAILABLE FOR ABuYE PROJECTS THIS PROGRAM 

IN MONTH AHEADi. Antlelpa'W ■«nh«w» OtZ 

NOTE: II U. helped ouatbiU matoo" or. laro/flHo.l to -4.1 ur| ( «l ■?»/•« 

tn mouth, ohmd, “ rntmorntJum ihould bt attached h.rtio-ou lK»h f the pnblem 

aitd req.i.tlnf contli.KiUoa. 
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“C". THE MONTHLY PROJECT 
REPORT AND SCHEDULE 


A tabular and graphic record of 
anticipated and actual perform- 
ance, and of present status, 

With respect to NIE's, IE's, 

SB's aM IR's. Prepared by pro- 
gram for each branch monthly* 

It also compares the past month's 
anticipated and actual man hours 
available, and indicates the 
anticipated man hours available 
in the month ahead. 


“D”. THE QUARTERLY ANALYSIS 
OF PERFORMANCE 


Record of analysts' man hours distribu- 
tion by type of intelligence research' 
product, service or other activity, and 
a comparison thereof with the distribu- 
tion anticipated by the semi-annual Work 
Plan. Also, comparisons of actual ver- 
sus estimated performance in terms of 
man hours and elapsed calendar days ex- 
pended on written projects (other than 
GI) completed in this quarter, as well 
as projects in progress at the end of 
quarter. Prepared by program for each 
Branch and summarized. 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 

CONFIDENTIAL - Security Infoimation 


QUARTERLY ANALYSIS OF PERFORMANCE 


SUBJECT 

MAHHOURS BX* 
PENOE^TtHS 

TOTAL 

PROJECTED 

WORK PLAN 

REMARKS 

NIE>. IE* *~! SE* 





Nil PRODUCTION 





IR. 





PERIODIC PUBLICATIONS 





IB* .nd«Nw*fl!tM *«!*»• I»l*l Hf*™* 





BRIEPINOS 





SPOT INQUIRT HANDLING 





SUBTOTAL 





COMMITTEES, DEBRIEPINO, BTC. 





BACKGROUND REAOINO 





SUB-TOTAL , 

INTAKE MANHOUR 6 





ADMINISTRATION |M WlA* *wlll.lH"i 











B. COMPARISON OF ESTIMATED VERSUS ACTUAL TIME ALLOWANCES 


NUMBER Or PROJECTS 


ESTIMATE/ACTUAL 


,L ELAPSED CALENDAR DJ 


iL ELAPSED CALENDAR 01 


RATIO ESTIMATE/ACTUAL 
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PLANNING FOR ACQUISITION 


THE PROBLEM 

1. Several R agencies are directly concerned In the planning of requirements and 
the guidance or cultivation of sources. 

LAD - especially Requirements Staff and CAB - 0IR divisions in varying 

degress . 

BI - R/ES through its Foreign Sarvioe Program Officer. 

IRS - through its procurement of manuscripts attempts to exploit contrac- 
tual research of other agencies , foundations, etc. Own funds being sought. 

2. Forward planning has been handicapped by the: 

- Lack of time or Initiative in OIR divisions. 

- Lack of recorded work program,, 

- Consequent inability of LAD and ERS particularly to render support servioe. 

3. The inflow of desired material to research divisions has been further limited 
by: 

A. The limited ooverage of the Periodic Reporting Guide Program. To date 
only 16 posts are being covered of the 70 to 80 which it would be advan- 
tageous to cover. 

B. Lack of definite or comprehensive evaluation program for political and 
sociological reporting, both as regards individual posts and reports. 

Two area reviews, one for HfR and one for NBA have been made. In gen- 
eral, response to the idea of such evaluations was favorable. 

C. Seme Bureau officials and SS/R recognize that seme information does 
not reach OIR. 

D. Present Sensitive Roam deprives analysts of adequate access to seme 
material. 

4. Specific weaknesses attributable to reporting from most posts include the fol- 
lowing : 

A. Information too much from oapital city sources and higher Government and 
social levels. Reporting on provinces said to be generally weak. 

B. Popular attitudes and reactions reporting weak. 

C. Follow through on items mentioned in Weeks not uniformly good. 

D. Inconsistency and lack of continuity in reporting engendered by frequent 
shifting of Foreign Service personnel. 

5. Publications procurement needs more specific representation and better coordina- 
tion of efforts at the posts. 

Need for better follow-up on standing procurement requirements; phone books, 

official gazettes, diplomatic lists, oatalogs, book lists, press guides, etc. 
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THE SOLUTION IN PRINCIPLE 

1. Most important first step , is development of Work Plan to provide basis for 
■both requirements planning and forward acquisition planning in specific 
terms . 

2 A single fully- empowered staff should be established to implement a require- 

To this end It Is rooc-shdod that the 
planning efforts of R/SS , IRS , and IAD be merged under one Requirements 
Planning Coordinator." Incidental aspects of IRS could be lodged in LK. 


3. Institute regular (annual) program of post evaluation by 0IR divisions 

4. Further extend and systematize Periodic Reporting Guide Program. 


5. Take action steps through the Foreign Service Institute to bolster further 
the training of officers going to the field. 


6. Request designation at each post of a person responsible for specific atten- 
tion to and coordination of publications procurement. 


7. Require 0IR branches to indicate most probable sources for the raw material 
requirements they identify. 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 

CONFIDENTIAL - Security Information 



CONFIDENTIAL - Security Informat ipn 

Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


PART TWO 

PROGRAMS OF IMPROVEMENT 


D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS 


• BIOGRAPHIC PROCESSING PROCEDURES 
•PROCUREMENT AND DISTRIBUTION OF PUBLICATIONS 

• CIRCULATION PROCEDURES 
•DOCUMENT FLOW CONTROL 

• RECORDS MANAGEMENT 
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PRESENT BIOGRAPHIC PROCEDURES 


I. THE RATE OF GROWTH IS CONSIDERABLE 

last year over 148,000 documents were received 
fcy BI, from whioh about 420,000 cards wore pre- 
pared. 


II. THE LARGEST PROPORTION OF EFFORT 
INVOLVED IS DIRECTLY RELATED TO 
THE MAINTENANCE OF THE FILES 


Incoming 

Documents 


J 


J 


The equivalent time of 6.7 ana- 
lysts and 15.4 olerlcs Is directly 
involved in typing and filing. Ob- 
servation indicates that the ty- 
pist is unable to keep abreast of 
the workload. In the German Sec- 
tion the backlog amounts to 5 file 
drawers and work must be sent out- 
side. 


1. Straight typing - usually one 
name items. 

£. Out and paste - physically pos- 
sible to fit onto 4x6 card. 

3. Carbon and hecto - multiple 
names. Hecto averages 6 
cards per stencil. 


— — — * — X. 

37 ANA 

LISTS | 

63$ to Background 

45$ to Reading end Marking 18$ to Typing 

28$ to Products 

18$ Written 10$ Oral 

9$ to 
Admin. 


I 


22 CLERK-TYPISTS 

70$ to BI Files Maintenance 
51$ to Typing 19$ to Filing 

18$ to 
Products 

12$ to 
Admin. 




i 


Straight 

Typing 


223 . 000 *, 


Cut and 
Ifeste 


t; 


Standard 

Carbon 


I 


Hectograph | 

Vaster 


21,CK>0/yr. 


156 ,000 /yr. 

I 


III. BY NATURE, BIOGRAPHIC FILES ARE BASICALLY INACTIVE 

There are about 8,700,000 cards near in the files 
covering almost 900,000 names. Approximately 85$ 
of these names contain 3 cards or less. The ratio 
of names requested to names in the file was not 
over 4$ (35,000 of 900,000) last year. 


IV. THE COST PER NAME SERVED IS HIGH 

last year information on 25,500 names was supplied 
on Special Activities Forme. In addition 2400 BI 
reports , many containing several namea , were pre- 
pared. Coat approximates #10 per name serviced, 
and on the basis of payroll figures about 19$ for 
each card added to the files. 




The 4x6 ear.ie are housed 
in 92 file cabinets. There 
are about 150,000 Dossier 
Folders maintained in 217 
file cabinets. BI averages 
4.7 file cabinets per person 
whereas total R average is 
2.5. 


One Semple of Revests 
Indicated That of the Names 
Requested - 67$ Had Three Cards or More. 


DBiANDS ON BI FILB S 

Last Year: 10,600 Special Requests; 25,500 Names Supplied; 2400 Reports. 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 

CONFIDENTIAL - Security Information 








CONFIDENTIAL - Security Information 

Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 

PRESENT BASIC FORMS 


A DESPATCH 

Analyzed and marked 
for file preparation. 


THK DEPARTMENT OF STATE, WABHINOTO: 

Consulate’s Despatch 255# *»ruh 15# 


% 




LflBo 


r pe » ,t - 


lV* 

%*■' 


SUBJECT 


Partlolpetioi bjr Richard Km Zatoreute la MMmr 1 


l)«a Only 

m 

24 


Is learned Is the tear that one ef the dras id««M to to* I 
•eat tonv Eeoaeale Goafs naos sss • ftp. iff” 

FOKSSIA* Company of Tiemheim, OsMosy* 

The Fenrman Ccopany 1# a tex tile ewte^irli end < 
flernan subsidiaries ef Richard MmA’s h e llin g i 
QISKLlftGHAFffil ARNOLD BECKER a.b.H, {"T!SX£Z*) P I 

h rtw siiiiii it^aiiWwbirty»*li 


mo 

DCS 


Another subsidiary ef Becker's is <BBRJD«l KM a»»ob»H., e retell 
felothlng outlet in the BahaSttfstwi# fleas^wusksa# wfcdeh is mm&A ty ten 
Ptotmcnsc In the course of imstifutUas follew&ag an eppliswU.ee ter • 
molted Kates visa by Richard's eon Ulrich 1 tester , the Consulate me Ufane* 
'teat flebruder Sinn bad fevered the Sear Ccnmalst jsunal "tent Wit" in 191* 
and 1949 with "large advert!— a—nts". UlxlsH B s tee r had been p r e p a id aa a 
• of an MM Productivity tern eehednlel to go te the tUted ttatea 
4# 1952 # but wee refused a visa by na Mwsh 31# 1952£] 


m«A| 

BI 
TO 



THE SINGLE CARD 


n«. COBTTDEOTrAL 

, , rpt April 19, 1952 

UHTSR3TELm, (Dr.) 

BECKER, Richard BECKER, Ulrich 23-1 13-A-USSR 

It is learned in tha Saar that one of the German delegates to the re- 
cent Moscow Economic Coherence waa a Dr. UBTERS1ELLSR, repreeanting 
the F0URMAN Company of Viemheim, Germany. 

Ihs Fouattn.Company ia a textile enterpriee and oompriaea one of the 
Sraan a^eiSiaries of Richard BECKER 'S holding company VEHEENIGTE 
GESsilSCiittFttN.ARSOLD BECKER m.b.H. ("VERDAB"), Saarbructam. 

Another subsidiary of Becker 1 a ia GEBRUDER SINN G.m.b.H., a retaiV 
clothing outlet in the Bahnhofatraaae, Saarbruoken, which ia nanagad 
by the Fourmane. In the course of investigation! following an 
application for a United States visa by Riohard'a son Ulrich B o ed er, 
the Consulate waa informed that Qebruder Sinn had favored the Saar 
Coora uniat Journal "tfoue Zeit« in 19U8 and 19h9 with “large adyertiou- 

nenta". Ulrich Becker had been propoaed as a member of an MSA 

Productivity Team soheduled to go to the United States April L, 
but waa refused a riea by me March 31, 1952. 

D-291, Strasbourg, Apr. 19, 1952 A May 2, 1952 
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of the Gorman subsidiaries of Blohar d BECKER ' a holding company 
CFEREIRiaTE GESEU3CHAF1ES ARNOLD BECKER a.b.B. (*VERGAB»), O 
Saarbruoken. 

Another subsidiary of Booker's is GBBSUDEE SXH3 Q*a*b.H»# a 
Qretail olothing outlot in ths Bahnhotetrassa, Saarbruoton# O 
which is managed by tho Founns* In tho course of investi- 
gations following an- application for a United States visa by 
©Richard's son Ulrich Becker, the Consulate was inforwd that O 
Gebnwier Sinn had vavored the Saar Ccswmmiot journal "Hsus 
Zsit" in 19U8 ani 19h9 with "large advortisowents" * Ulrich 
Q Booker bad boon proposed as a wmber of an M3A Productivity O 
Team scheduled to go to the United States April U, 1952, but 
was refused a visa by m Kerch 31# 1952* 
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PROPOSED BIOGRAPHIC PROCEDURES 


t 



25X1 


ANALYSTS 

Contimie to road and mark Incoming documanta. Adopt stan- 
dard marking guides. Eliminate all but bulk material going 
to dossier. 


1. Type Aperture Card for 
each name marked. 

2. Sequence cards for oamera. 

3. Miorofilm page containing 
B1 information - one shot 
for each name. 

4. Develop film 

5. Mount film strf^t^5er^ 
ture Card typed for indivi- 
dual - hand machine. 

6. Sort -for Branches. 


CESTRAL HiOroCTIOH OBIT 
Procees documents into cards 
for BI files. 



CLSIK-TTPIST3 

File Microfilm Aperture Cards. , 
Produo e typewritten BI products, 


ADVANTAGES TO BE OBTAINED FROM 
MICRO FILM APERTURE CARDS: 

1. Coat - Estimates baaed on unit operations 
indicate eaoh card should cost 8^. 

B, Space - The Aperture oard used in conjunc- 
tion with the window jacket (holding 
30-16i«n frames) will permit e reduction 
In cerd filing apace of over SO£. 

3. Doe aler files - Microfilming these files 
and establishing frames in window jackets 
would release almost BOO of 217 file cabi- 
nets thus virtually eliminating the dossier 
files as almost everything could be placed 
on Aperture Cards. 

4 . Others - Cheap reproduction for Exchanges-, 
can Include items heretofore missed (IH 
retention magazines) ; simplifies processing. 



4x8 

Oard Files 



Available Savings 
6 Psopla 


Positions Created 
7 people 


Available Savings 
14 ftople 

Bet Available Savings 
13 ftople 


Seeder - 

Microfilm card reader) 
one on each analyst’s 
desk. Portable units 
near files. 


DSIABD3 OH BI F TTJK 
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PROPOSED RECORDS AND EQUIPMENT 


4" X 6" ENLARGEMENT FOR POST FILES 


THE SINGLE APERTURE CARD 


SAAR 

C- 4/1 9/62 


UNTERSTELLER, (DR. ) 23-X, 13-A, USSR 


THE MULTIPLE APERTURE CARD 


This L a Sample of a 

FIIMSOET JACKET 

PATENTS TENDING 


THE FILM READER 
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THE PROCUREMENT AND DISTRIBUTION OF PUBLICATIONS 


Two unite within OLI share responsibility for the procurement, receipt, 
check-in, distribution and follow-up of periodicals, serials, and news- 
papers. It is hollered that a possible reduction of 7 to 8 out of 41 
positions can be made by integrating the Selection and Records Section 
of LR and the Civilian Agencies Branch of IAD. These savings would 
arise from the following: 

1. SAVINGS AVAILABLE BY ORGANIZATION REY1SI0NS 4-5 Positions 

A. Elimination of Section Chief (1) 

B. Eliminate Receiving Unit of S&R (1-2) 

Combination of the two units will mwira unnecessary a subsidiary 
receiving point since materials oan be routed direot to cata- 
loged, circulation. 

C. Eliminate one of two supervisors of the Procurement Unit (1) 

D. Eliminate one of two Dietribution supervisors (1) 

2. SAVINGS AVAILABLE DUE TO WORK DUPLICATION 2 Positions 


A. Eliminate duplicate recording (8,000 to 10,000 items month) (1) 


B. Eliminate duplicate filing and follow-up (1) 
and pool clerical personnel 

3. SAVINGS AVAILABLE THROUGH WORK SIMPLIFICATION 


1 Position 


A. Discontinue recording of newspapers received in one copy only at the 
central point, by depending upon ultimate receiver to initiate follow- 
up in case item fails to arri-re. (Avoid over 30,000 recordings per 
month. ) 

B. Simplify posting of receipts on multiple copy publications received 
aomplete in one shipment, by use of single posting in lieu of nultipls 
entries. 
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CIRCULATION PROCEDURES 

The average time required to secure a book from the stacks has been found to be 
4 hours, 15 minutes. Almost one hour (56 minutes) elapses between preparation 
of the request in SA-1 and receipt of the request in the stack area: 

The following steps should expedite Circulation Service: 

1. Install Teletype equipment for communication between SA-1 and the two 
stack locations ($95 month) to achieve simultaneous recording and receipt 
of the request, saving up to one hour in transmission. 

2. Place the Jeep service on a more flexible basis. Half of all deliveries 
are to SA-1, indicating that one jeep might make more frequent round trips 
between stacks and this location. 

3. Enforce a reasonable recall procedure, such as one month on books and two 
weeks on periodicals. Of 315 requests studied, 37-|$ could not be met until 
recr'i .1 action was initiated. 

4. One to two positions can be saved by consolidation of stacks in one loca- 
tion (Old Post Office). 

LR REFERENCE OFFICERS 

Seven Reference officers have been assigned to research divisions by LR under 
the NIS Support Program. Study of the use of the personnel reveals that only 
DRN and DRW have made effective use of this assistance. In other divisions the 
Reference Officer has been diverted to files maintenance and document routing: 

DRA - 90$; DRE - 60$; DRS - 70$; DEI - 90$; BI - 68$. This program thus appears 
wasteful at present. Its conversion to the "Research Aide” program is urged. 

(See page 42.) 
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DOCUMENT FLOW CONTROL 


THE PROBLEM 

The reading and routing of inocming cables, despatches, reports, eto. is one of 
the extensive procedural tasks of R, involving not only IAD tat the research 
divisions as well. The following factors challenge attention: 

- Documents are routed to the divisions from seven points distributed amon g 
five organizations (IR, PCS, MC, CLB, ICR). 

- XJnifonn routing procedures axe not employed within the research divisions 
where routing is completed. 

- Routing is a function performed by 58 individuals (part time) through exit 
the research divisions. 

- 67 routing records were found, about half overlapping. 

- Only six branches weed material prior to branch distribution. 

- Analysts and some Departmental personnel were found concerned that materials 
(i nc luding sensitive) do not reach analyst as qpiokly as the Itareau desk. 

THE SOLUTION IN PRINCIPLE 

Present plans of IAD to expedite prooepsing appear well oonoeived. In addition, 

1. Create one documents distribution oenter in IAD to process or supervise the 
initial receipt and distribution of all materials (except publications). 

A. Sensitive Room - Reduce number of pieces held by selective distribution 
under close control. 

B. Ticker Room - Bring under jurisdiction of IAD. Eliminate separate 
telegram routing. 

C. Integrate other specialized reading and routing within IAD (MC, CLB, 
MLB) to secure benefits of uniformity and specialization. 

2. Organize readers along area lines in order that routing may be accomplished 
directly to the branch level to the fullest possible extent. 

- Ten readers would be available in an integrated organization. 

- Specialization would contribute to better liaison with branches. 

- Advance training and distribution guides— develojment would be neces- 
sary, however. 

3. Consider conducting R's review and distribution decision on despatches 
prior to reading panel review, in the interest of greater speed. 

4. Establish in each branch of 0IR a uniform plan of screening, recording and 
routing documents, with the objective of pin-point routing to the analyst 
after proper screening by Branch Currant Intelligence Officer (page 36). 
This program is an Integral part of the "Research Aide" approaoh (page 42). 
It has been reviewed in concept with one major branoh where its application 
is considered practicable and advantageous. 
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RECORDS MANAGEMENT 


THE PROBLEM 


R Area now has 1,867 files of all types. 

This equipment occupies 15,869 square feet - 17?C of total (equals 126 desks). 
Last year 100 cabinets were added in research areas (850 square feet). 

Filing practices - guiding, folders, eross indexing, etc., not uniform. 
Record retention, weeding, storage programs still in developmental stage. 


THE SOLUTION IN PRINCIPLE 


1. Establish a vigorous records management program under the direction of 
a full-time "Records Management Officer." 

2. Select this Officer for knowledge of filing systems, to the end that uniform 
practices in detail can be inaugurated. 

3. Establish record retentidn schedules and uniform weeding, destruction and 
storage practices. (Storage space cost only 20^ of cost of office space.) 

4. Develop and apply a systematic files weeding program throughout R to achieve 
the benefits already demonstrated in DRA and China Branch. Also review 
possibilities of reducing shelf storage. 

5. Adopt plan of replacing four-drawer cabinets with five-drawer cabinets to 
conserve space occupied (approximately 2,380 square feet possible). 
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PART TWO 

PROGRAMS OF IMPROVEMENT 


E-TO PERFECT THE ORGANIZATION STRUCTURE 


Professional organizations of all kinds (natural science, social 
science, engineering, legal, etc.) present an unusual problem to the 
management planner. The dynamic character of their work militates 
against the adoption of a fixed pattern of management and rigid 
assignments of authority and responsibility. Thus top management 
in such organizations must choose that pattern at any given time 
which achieves the desired emphasis between quality and production 
control, and must remain flexible in altering the pattern as the 
need for a different emphasis arises. This principle was applied, 
we believe, when the R/ES was established. This particular device 
has had an important influence on the sound development of the R 
Area. Today, however, and for the next phase of development, still 
another emphasis on management control appears desirable. 
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AN APPROACH TO STRONGER TOP ORGANIZATION 


FOUR TYPES OF MANAGEMENT ARE REQUIRED 


1 . 


Policy - Including relationships at the highest levels in the Department the 


8. professional - Including long-range program development , the ezeroise of ecmpre- 
hensive quality review, and the periodic assessment of the adequacy and aoouraoy 
of intelligence products, particularly those Concerned with interpretation and 
estimating. 

3. Oontrol - Including the techniques of developing work plans; the procedures of 
rsoording, clearing and approving such plans; the systanatic scheduling and pro- 
gressing of such plans; the translation of plans into rssouros requirements; the 
evaluation of oonsumer raaotion to the full range of services offered and the 
initiation of plans to improv* use of eerrioeo. 

4. Services - Including thoae concerned with (1) procurement, receipt and distribu- 
tion of incoming material!, (8) the reproduction and distribution of written 
produats, (3) the provision of librarial and rafaranca eerrloee, (4) tha provi- 
sion of budget, personnel and housakaaping earvioas. 

THE "GAPS" IN PRESENT TOP MANAGEMENT STRUCTURE 

1. Folloy and ftofessional ilanagnant art the most strongly implemented, although 

- Opportunities appear to exist with regard to strangthanlng guidance from 
Top Policy levels. 

- Program planning for araas not oovered by S3 and NZS not formally practiced. 

8, Oontrol Management is the waakest aepeot of top managamant (see pages 88 and 87 )t 

- Scheduling and follow-up naglaotad on effort not covered by SO and KES. 

The "Work Jacket" proosdurs has rtoeiyed only tokan compliance. 

- NIS coordination has lacked anthority and affaotiveness, 

- Requirement* planning has r\* fared from the absence of detailed program plan- 
ning. 

- Ivaluation of oonaumei' raaotion has not been aysteoatically applied. 

3. Services Managmaent is oomplatsly covered in top management but Ite impact is be- 
lieved weakened by dispersion among thrss ee®nent« of organleatlon (R/is, POS, 
OLI). 

THE SOLUTION IN PRINCIPLE 

Three degrees of improvement warrant considerations 


JBJEUl . - At » oiniaum it is urged that a JjFttJP 0» 
for "Production Coordination" be established with a direot channel to the bran- 
ohes through Assistant Division Ohisfs for Production. To perform four oontrol 
functions noted. Estimates Group strengthened by "Intelligence Ooneultsnts" and 
Ourrent Intelligence Ooordinator. 

Plan Two - Strengthened Ssrrioe and Ocntwl Umisnf - Still another advantage can 
be achieved by bringing support activities into mors sffsotive relationship with 
Research Divisions, and providing them a olsar o henna! to tha Bsstaroh Branohts 
through tbs Administrative Officers. This is aooomplishad by merging R/ES, OLI 
and XSR services. 

ELtt Itell - ttraimr f A” Email - tt ths "Ocnsral Managership" 

rols can be assumed by tbs Dsputy Speoial Assistant, it would than hs possible 
to relieve the Direot or OR of the full burden for Services and Oontrol Manage- 
ment, leaving him completely free for Professional Management. 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


64 


CONFIDENTIAL - Seourity Information 


CONFIDENTIAL - Security Information 

Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


FOUR PATTERNS OF TOP MANAGEMENT ORGANIZATION 



STRENGTHENED SERVICE AND CONTROL ELEMENTS 


MAXIMUM PARTICIPATION OF ALL ELEMENTS 


Revised Plan Two 



Revised Plan Three 
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ACTIONS REQUIRED TO CONVERT TO REVISED PLAN THREE 

1. STRENGTHEN THE TEAMWORK ON INTELLIGENCE RESEARCH PLANNING AT THE TOP POLICY LEVELS IN 
THE DEPARTMENT AND AMONG THE IAC AGENCIES 

Broaden participation at Top Policy Levels (C, 0, 3/P, Assistant Secretaries; 
through invitation to collaborate with R in periodic review of the intelligence re- 
aeareh program, its oontent and ef feotivaneae. Invite similar participation by 
appropriate executives in IAC Agencies to exchange plans program ideas, 

2. ESTABLISH UNDER THE SPECIAL ASSISTANT TWO PRINCIPAL LINE OFFICERS AND TWO STAFF OFFICERS 

A. In. the Una ccanand - { 1 ) The Dainty Special Assistant to provide continuing 
daily leadership to all phases of R Area operations other than SES; (2) A Direc- 
tor of Intelligence Research to have ample te command authority as at present 
over reaearoh, including the formulation of all programs of research ; full re- 
sponsibility far quality, content and accuracy; and final authority over the se- 
lection and use of profeseional personnel. 

B* In etaff relationships - (1) A Direotar of Production Coordination to develop 
techniques of preparing work: plans; procedures for clearing, approving, schedul- 
ing and reporting progress on work pleas; procedures for the forward planning of 
raw materials requirements ; plans for tbs use of R's psrsonnel and fiscal re- 
sources ; and to eonduot surveys of tha users and usee of R's products; (2) A Direc- 
tor of Intelligence Services to provide oaramon services to the research divisions, 
and to others as required, in tha procurement end distribution of materials; the 
furnishing of librarial and reference services; and the rendering of personnel 
and executive services including funds procurement and budget administration, 

3. STRENGTHEN THE ESTIMATES GROUP AS THE TOP PROGRAM AND QUALITY CONTROL ARM OF THE 
DIRECTOR OF INTELLIGENCE RESEARCH 

A. Appoint all members of this Group ss Intelligence Consultants to Assistant Secre- 
tary and Top Bolioy Levels. Include the CPI in this Group. 

B. Transfer Current Intelligence Coordinator to this Group with stronger responsibi- 
lity for leadership of the program. 

C. Add a full-time staff member to oonduot studies of the adequacy and accuracy of 
estimates, from a "hind-sight" point of view. 

4. ASSIGN FOUR STAFF FUNCTIONS TO THE DIRECTOR OF PRODUCTION COORDINATION 

A. Program Planning Coordinator - To devise techniques of work planning and progress 
reporting and develop plans for the proper use of R'e personnel and fiscal resour- 
ces. 

B. HIS Coordinator - To perform the same functions for tha NIS Program. 

C. Requirements Planning Coordinator - To devise procedures far forward planning and 
assist in their Implementation, including exploitation cf external research. 

D. Consumer Relations Coordinator - To eonduot oontiailng study of relationships, 
plan improved programs, and develop standards relating the "merchandising” of R's 
products and services. 

5. DELEGATE ALL SUPPORTING SERVICE RESPONSIBILITIES TO THE SECOND STAFF OFFICIAL 

The acquisition and distribution of raw materials; liaison functions; procurement and 
distribution of inblioations; librarial and reference servioes; reproduction and dis- 
tribution of products; tadgat administration; personnel services including training 
arrangement* ; work simplification; other administrative eervices. 

6. IN ADDITION TO PROFESSIONAL ADVISERS, ESTABLISH TWO STAFF ASSISTANTS TO EACH DIVISION CHIEF 

A. An Assistant Chief for Production, whose staff would include the editors, and who 
would administer planning, scheduling, progress reporting end resource planning 
for the division. 

B. An Administrative Officer to be responsible for the full range of intelligence 
servioes required. 

7. PLACE FUNCTIONAL COORDINATORS IN THE DIVISION OF FUNCTIONAL INTELLIGENCE 

Including CPI Staff, TCA, SDAC, Central Asia Cam&lttee, Sociological Affairs, Geo- 
grapher. 
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DETAILED PORTRAYAL- REVISED PLAN THREE 

To Show Principal Management Elements 


Departmental 
Int erdepartmental 


1 Program Review J 

SPECIAL ASSISTANT - INTELLIOENCE 

| Councils 

DHOTT SPECIAL ASSISTANT 


Note: Deputy Speoial Assistant 
to spend approximately half of 
eaoh day in an office looated in 
3A-1 in order to fill more com- 
pletely the role of over-all man- 
ager of internal operations. 


DIRECTOR 

INTELLIGENCE SERVICES 


1. Acquisition and Distribution 

2. Publi oat ions Procurement 

3. Library 

4. Executive Services 

a. Budget 

b. Personnel Administration 
o. Training Coordinator 

d. Reproduction (IDR) 
a. Work Simplif ioation 
f. Administrative Services 


DIRECTOR 

INTELLIGENCE RESEARCH 


(Deputy-Vice Chairman) 


DIRECTOR 

PRODUCTION COORDINATION 


1. Program Planning Coordinator 

(Plans needs for and use of resources) 

2. NIS Coordinator 

3. Requirements Planning Coordinator 

4. Consumer Relations Coordinator 

a. Consumer Reaction Studies 

b. User Education 

o. Distribution Policies 
d Class if icat ion Control Officer 
o. Editorial (style, format) Standards 


ESTIMATES GROUP 

Intelligc r 

a Consultants 

Current Zr • 

diligence Coordinator 

Intellige.' 


Secretary 



RESEARCH DIVISION CHIEFS 
(Including Biographio) 



DIVISION ADMINISTRATIVE OFFICERS 


Personnel 
Document Flow 
Reference Servioea 
Housekeeping 


ASSISTANT DIVISION C 
FOR PRODUCTION 


Work Planning, Expediting 
Editorial Review 
Consumer Relations 
Proper Use of Resources 


RESEARCH BRANCHES 


Command Line 


n v'a 0 f Communication 


(Functional Coordinators 
to be lodged in DFI, The 
CPI to be Intelligence 
Consultant. ) 
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PART THREE 


SUMMARY OF RECOMMENDATIONS 


PLAN OF ACTION 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


CONFIDENTIAL - Security Information 


69 



Approved For Rele^se^S^^/OS^Si^-feW^^fROOOl 00260001 -4 


SUMMARY OF FINDINGS AND RECOMMENDATIONS 


FINDINGS 

An intensive five-months study of the Administration of Intelllgenoe in tt» Depart- 
ment of State has been conducted from the following points of view: 

Through the B yes of R's Consumers - it has been found that R has made major pro- 
gress in securing acceptance for, and establishing the -value of its servioes 
throughout the Department. However, no Bureau is completely satisfied with the 
present degree or manner of service, and 3 out of 4 consumers contacted were found 
to be interested In improvements which will make greater use possible. 

Through the Eyes of R's Producers (The Analysts ) - it has been found that the com- 
petence of the professional staff is outstanding and that morale is high. Better 
utilization of the rare analytical skill — the ability to think deeply — has been 
found possible by fewer interruptions, more opportunity for professional develop- 
ment and more satisfactory facilities. 

Through the Byes of R’s Administrator - it has been found that two- thirds of their 
time is devoted to duties other than working with subordinates; that forward plan- 
ning of program and raw material requirements, as wall as production control are 
incomplete; that the organization structure militates against the highest effec- 
tiveness of top executives. 

Zn order to act upon these findings, a five-fold program, consisting of 35 principal 

actions, has been proposed: 

A. TO IMPROVE CONSUMER RELATIONS 

1. Appoint an "Intelligence Consultant" to the Assistant Seorstary of each Rirsau 
(drawing upon the 0ZR Division Chitfs and other key executives) to advise with 
and secure the views of top Bureau officials regarding R's major program of re- 
search and estimates. 

£. Establish the position of "Consumer Relations Coordinator" to conduct continuing 
studies of the users and uses of R's products and services, and to evaluate ade- 
quacy of services provided. (Similar periodic audits by a representative of the 
A Area should also be considered.) 

3. Secure more active, continuing guidance and support from top policy officials 
within the Department, and from leaders of other IAC agencies, in the forward 
planning of R's major research and estimates program. 

4. Inaugurate a program of individual indoctrination of new Bureau officials, and of 
present officials who are uninformed of R'e role and services. 

5. Expand bibliographic and reference services to the Department through direct atudy 
of desk officer requirements and the publication of "tailored bibliographies" of 
R's products and principal holdings in each area and subject matter field. 
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SUMMARY OF FINDINGS AND RECOMMENDATIONS 


6. Adopt a policy of distribution to target users at the earliest possible date, 
emphasizing personalized service and regulating broader distribution on the 
basis of "interest and value" or tha necessity for seouring attention. 

7. Establish the position of "Classification Control Officer" to provide continuing 
attention to the proper classification of written produots, with the objective 
of avoiding overclassification which restricts use, particularly for the infor- 
mation program. 

8. Secure stronger leadership for the Current Intelligence program by transferring 
the Coordinator to the Estimates Croup Staff, vesting authority in this position 
to instruct divisions as to subjeots warranting Current Intelligence treatment. 

9 . Explore thoroughly the respective roles of State and CIA with respect to Current 
Intelligence, with the objective of avoiding duplication and perhaps of concentra- 
ting State Department's attention on items on which it oan make a unique or truly 
significant contribution. 

10. Inaugurate an aggressive program for improving the readability of R's products 
through more attention to features of style and format. This will contribute to 
greater use as well as conserve the reader's time. In this connection, appoint 
a well-qualified editor in each division, and develop training guides for editors 
and analysts. 

B. TO IMPROVE THE UTILIZATION OF THE ANALYST 


1. Base the future staffing of research branches on the objective of supporting ana- 
lysts at 03-11 and above with part-time research aides in a ratio of 1:2 or 1:3. 
In this connection, undertake tha development of an ideal table of organization 
for each division through the technique of staff planning described. 

2. Concentrate special program assignments in eaoh branch in a small number of ana- 
lysts to avoid the dispersion of such efforts among all analysts. This is par- 
ticularly desirable in connection with Current Intelligence and document review, 
and should be accomplished in part through the revised program of dooument flow 
oontrol. 


3. Provide instruction in reading rate improvement, utilizing equipment whioh has 
been acquired by, and the facilities of, the Foreign Service Institute. 

4. Inaugurate a thorough-going program of professional development including: 

a. Regular branoh meetings to be attended from time to time by Bureau officials. 

b. Personal inspirational guidanoe to senior analysts, to be supplied through 
planned consultations with top R executives. 


c. 


A plan of performance evaluation specifically designed to 
which contribute to performance by research analysts. 


measure the elements 


Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


CONFIDENTIAL - Security Information 



CONFIDENTIAL. - Security Information 

Approved For Release 2001/09/05 : CIA-RDP81S00991R0001 00260001 -4 


SUMMARY OF FINDINGS AND RECOMMENDATIONS 


d. A long-range training program beaad upon definite policies with respect to 
Bureau assignments, field trips and executive development. 

B. Establish the position of "Training Coordinator" to develop plans for the above 
program of professional development and to assist in its administration. 

6. Provide privacy and quieter quarters, at least for report writing purposes, 
by the installation of packaged office units and the furnishing of dictating 
equipment to those who will use it. 

C. TO STRENGTHEN CONTROLS 

1* Inaugurate a semi-annual "Work Planning Procedure” for all 03B branches, fully 
supported by schedules of projects planned and in process, and including a com- 
plete system of clearances with all interested officials in H, elsewhere in the 
Department and among customer agencies as appropriate. 

8. Appoint a "Program Planning Coordinator" at the Office level to develop tech- 
niques for this Work Planning and take initiative in securing effectuation. 

5. Utilize thie Work Plan as the basis for current project scheduling and status re- 
view, and institute a revised system of performance reports to management. 

4. Uee this Work Plan as a principal basis far the forward planning of requirements, 
including tha fuller exploitation of external research. In this connection cre- 
ate the position of "Requirements Planning Coordinator" at the Office level to 
unite the several efforts now concerned with requirements planning in IAD, 3SS 
and R/ES. 

5. Create a "Production Coordination Staff" at the Office level, under a substan- 
tively qualified officer supported by the Program Planning Coordinator, NIS Coor- 
dinator, Requirements Planning Coordinator, and Consumer Relations Coordinator. 

6. At the division level, designate an Assistant Chief (Production) to implement the 
following controls: (1) work planning, (2) project scheduling, (3) requirements 
planning, (4) NTS coordination, (5) consumer relations planning, (6), editorial 
review and (7) the proper use of resources. 


D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS 

1. Install, at least on a pilot basis, ths microfilm technique of processing docu- 
ments for the biographic records. Potential savings of 13 positions indicated. 

£. Create an integrated documents distribution center in IAD, to process or super- 
vise the receipt and distribution of all incoming materials except books and 
serials. In this connection reduoe ths amber of documents retained in the Sensi- 
tive Rocm. 
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3. Establish a single Publications Division to eliminate the duplication which now 
occurs between IAD and IE, and to provide better control over procurement and 
distribution. Savings of 7-8 positions indicated. 

4. Expedite circulation service by the installation of teletype communication with 
the stacks, and by more flexible use of the jeep service. 

5. Strengthen records management by the institution of a vigorous records retention 
program, improved filing practices and the use of 5-drawer filing equipment. 
Potential space savings 4,000 square feet. 

E. TO PERFECT THE ORGANIZATION STRUCTURE 

Secure a better balance of emphasis among the "policy, " "professional," "control" 
and "services" aspects of top management through the following steps: 

1. Strengthen the teamwork on intelligence research planning at the top policy levels 
in the Department, and among the IAC agencies. 

8. Establish under the Special Assistant two principal line officers and two prin- 
cipal staff officers: (1) The line Deputy Special Assistant to provide daily 
leadership over the internal operations of the R Area; (2) A line Director of 
Intelligence Research to exercise full professional management; (3) A staff Dir- 
ector of Production Coordination to develop techniques of work planning and con- 
trol and assist in their implementation; (4) A staff Director of Intelligence 
Services to provide camion services to the research divisions, and to other users 
in the Department and the Intelligence Community as required. 

3. Strengthen the Estimates Group as the top program and quality control am of the 
Director of Intelligence Research. 

4. Assign four staff functions to the Director of Production Coordination; Program 
Planning Coordinator, NIS Coordinator, Requirements Planning Coordinator, Con- 
sumer Relations Coordinator. 

5. Delegate all supporting service responsibilities to the Director of Intelligence 
Services: IAD, IE, Riblications Procurement and Distribution, Reproduction and 
Distribution, and Executive-type services (budget, personnel, training, work 
simplification and administrative services). 

5. In addition to professional advisers, establish two staff assistants to each divi- 
sion chief: (1) An Assistant Chief for Production described above; and (2) An 
Administrative Officer to be responsible for the full range of intelligence ser- 
vices required at the branch level. 

7. Place functional coordinators in the Division of Functional Intelligence, includ- 
ing the CPI Staf f , TCA coordination, KDAC coordination, Central Asia Committee, 
Sociological Affairs Adviser, and the Geographer. 

8. Revise techniques of communl cat ions (meetings, manuals and reports) to focus 
attention on the evaluation of performance and the initiation of steps to secure 
corrective action. 
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Tha raoQcmiandationa outlined in the foregoing constitute a master blue print, 
many of whose details mast be evolved on a test basis over an extended period of 
time. While Volume II of this report describes at greater length the individual 
steps now anticipated, continued planning by management will be essential to the 
attainment of the basic objectives proposed. To this end a Four-Phase plan of 
installation, requiring IB to £4 months for full implmsentation, is proposed: 

PHASE 1-PLANNING FOR INSTALLATION (THREE MONTHS) 

In the weeks immediately following receipt of tha report, it is considered essen- 
tial that top management become thoroughly acquainted with the philosophy and 
objectives of the proposals and reach agreement on the principles to be supported, 
rather than on details of implementation. To this end, it is suggested that: 

1. The Special Assistant, Deputy Special Assistant, Office Directors and Director 
Executive Staff study and discuss the report and agree upon the principles to 
which support can be given, prior to broader distribution. 

S. The conclusions of this group should then be submitted concurrently to: 

a. The Deputy Under Secretary - Administration with a request that appropriate 
Departmental officials be asked to review the report as a whole and the pre- 
liminary conclusions of top K executives. 

b. The Director of Central Intelligence for comment on those matters of interest 
■ad concern to the Intelligence Community, particularly current intelligence 
relationships and responsibilities. 

0 . The Division Chiefs of OIR and Oil for preliminary review and comment. 

3, Upon receipt of views from these sources an "Installation Pla n ni ng Ccomittee" 
should be appointed, consisting of representatives from the R Area and one or 
more designees of the Deputy Under Secretary - Administration (representing 
budget, personnel «nd management interests), to formulate plans for Installing a 
revised organization. The conclusion of Phase 1 should occur with the announce- 
ment of the revised organization plan and the designation of an incumbent fox 
each new position. 

PHASE 2-0RGANIZING FOR INSTALLATION (THREE MONTHS) 

At the outset of Phase 2, the Installation Planning Conmittee should request the 
officials of the revised organization to prepare in detail a plan and eohedule of 
installation setting out: 

1. Reconsnezdations to be implemented or tested during Phase 3. 

8. Add itional actions not covered in the report to be taken during Phase 3. 

3. Recommendations and additional actions to be Implemented in Phase 4. 
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4, Recommendations to tie deferred pending further study. 

Bach executive should develop and submit the above program to the Installation 
Planning Committee within 60 days and counsel with the Committee on individual 
items and their relative priority of importance. After individual plans have 
been developed and reviewed with the Committee, each should be submitted to the 
Special Assistant and the Deputy Under Secretary - Administration for approval. 

By the end of Phase 2 the Installation Planning Committee should be disbanded 
and future supervision of installation provided by the Deputy Special Assistant. 
However, periodic progress reports should be submitted to the Special Assistant 
and by him to the Deputy Under Secretary - Administration. 

PHASE 3— INITIAL INSTALLATION AND TESTING (SIX MONTHS) 

During this interval the most important actions in connection with each program 
of improvement should proceed: 

1. With respect to improving consumer relations, action should be taken to appoint 
Intelligence Consultants , establish the Consumer Relations Coordinator , intro- 
duce revisions in report style and format, activate the classification control 
procedure, and revise the Current Intelligence Program. 

2. With respect to improving the utilization of analysts, the professional develop- 
ment program should be inaugurated giving first attention to branch meetings; 
one branch should be fully studied and the research aide program installed; a 
pilot installation of packaged office units and dictating equipment should be 
completed. 

3. With respect to improving planning and control - each branch should complete its 
first semi-annual Work Plan and begin the application of this plan to project 
scheduling and requirements planning. 

4. With respect to methods improvement - circulation service should be Improved as 
outlined; the organizational aspects of document control and publications pro- 
curement should be completed; and the Records Management Officer should be ap- 
pointed; and an experimental installation of microfilming made in BI. 

PHASE 4-FINAL INSTALLATION (TWELVE MONTHS) 

Based upon the results secured during Phase 3, detailed implementation should pro- 
ceed with respect to all phases. Shortly after the beginning of Phase 4 an audit 
of installation progress and survey results should be made, drawing upon outside 
counsel. A period of two weeks should be sufficient to accomplish this audit. 
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